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ABSTRACT
T h e  r e v ie w  o f  th e  m a in  jo b  d e s ig n  ap p ro a c h e s  ( J C M  in  p a r t ic u la r )  h a s  le d  to  th e  
c o n c lu s io n  th a t d e v e lo p m e n t in  jo b  d e s ig n  th e o ry  h a s  n o t k e p t p a c e  w ith  th e  c h a n g e s  
th a t h a v e  o c c u rre d  in  th e  o rg a n is a t io n a l la n d sc a p e . T h e  J C M  w a s  d e v e lo p e d  
p r in c ip a l ly  fro m  s tu d ie s  co n d u c ted  d u r in g  th e  1 9 5 0 s  o f  m a le  shop  f lo o r  in  la r g e  s c a le  
in d u s tr ia l m a n u fa c tu r in g  p la n ts . W o rk  c o n te x t an d  th e  w o rk fo rc e  i t s e l f  h a v e  c h a n g e d  
d r a m a t ic a l ly  s in c e  th a t t im e . T h e  d e v e lo p m e n ts  o f  te c h n o lo g y  h a v e  h a d  a  h u g e  im p a c t 
o n  th e  w a y  in  w h ic h  w o rk  is  c o n d u c te d  (Z ij ls t r a  e t a l ,  1 9 9 6 ; G o ttfred so n , 1 9 9 7 ). 
W h ile  th is  c h a n g e  is  w id e ly  r e c o g n is e d , th e  J C M  re m a in s  th e  d o m in an t in f lu e n c e  in  
jo b  d e s ig n  r e s e a rc h  an d  is  y e t  to  b e  su p e rse d e d . In  ad d it io n , l i t t le  i s  k n o w n  ab o u t th e  
e f fe c t  o f  su c h  c h a n g e  in  p e rc e p t io n  o f  th e  w o r k  p s y c h o s o c ia l v a r ia b le s  o r  p e o p le ’ s 
r e a c t io n  to w a rd s  th e s e  d e v e lo p m e n ts . T h e re fo re , th e  a im  o f  th is  r e s e a rc h  is  to  e x p lo re  
e m p lo y e e s ’ o p in io n  an d  re a c t io n  to w a rd s  w o rk p la c e  d e v e lo p m e n ts  in  o rd e r  to  id e n t if y  
th e  c r it ic a l jo b  c h a ra c te r is t ic s  in  c o n te m p o ra ry  jo b s  fro m  th e  e m p lo y e e ’ s p e r sp e c t iv e . 
T h e  p ro p o sa l w a s  th a t a l lo w in g  e m p lo y e e s  to  d e c id e  w h a t th e y  l ik e / d is lik e  in  th e ir  
jo b s  w o u ld  h e lp  in  id e n t if y in g  th e  c r i t ic a l  jo b  c h a ra c te r is t ic s  in  m o d e m  w o rk p la c e . 
T h is  w a s  a lso  e x p e c te d  to  h e lp  in  s o lv in g  th e  n a r ro w  fo cu s  o f  th e  e x is t in g  jo b  d e s ig n  
a p p ro a c h e s ’ e s p e c ia l ly  th e  la c k  o f  jo b  c o n te x tu a l fa c to rs  (e .g . s o c ia l  c o n tac t , w o rk - l if e  
b a la n c e )  th a t e n h an c e  e m p lo y e e ’ w e l lb e in g  an d  w o rk  p e rfo rm an c e .
In  l ig h t  o f  th is , th ree  s tu d ie s  w e r e  c o n d u c te d : th e  f ir s t  tw o  s tu d ie s  w e r e  d e s ig n e d  to 
id e n t if y  th e  c r it ic a l  jo b  c h a ra c te r is t ic s  in  th e  c u rre n t w o rk p la c e  fro m  th e  e m p lo y e e ’ s  
p e r sp e c t iv e . B y  c o n d u c tin g  a  p ilo t  s tu d y  u s in g  q u a l ita t iv e  te c h n iq u e s  ( in te rv ie w s  an d  
co n ten t a n a ly s is )  fo llo w e d  b y  a  c o n f irm a to ry  s tu d y  u s in g  q u a n t ita t iv e  te c h n iq u e s  
(c h e c k lis t  an d  fa c to r  a n a ly s is ) ,  10  jo b  c h a ra c te r is t ic s  w e re  id e n t if ie d  w h ic h  w e re  
c o n s id e re d  th e  c r i t ic a l  d im e n s io n s  fo r  d ia g n o s in g  th e  q u a l i t y  o f  m o d e m  jo b s . F o u r  o f  
th e se  c h a ra c te r is t ic s  w e r e  r e sp o n s ib le  fo r  ‘jo b  co n te n t’ d e s ig n  ( in te l le c tu a l ly  
c h a lle n g in g  ta sk s , co n tro l, fe e d b a c k , a n d  tr a in in g  a d e q u a c y ) . T h e  r e s t  o f  th e  
c h a ra c te r is t ic s  w e r e  fa c to rs  re sp o n s ib le  fo r  ‘jo b  c o n te x t ’ d e s ig n  ( i .e .  su p p o rt iv e  
su p e rv is io n , su p p o rt iv e  c o -w o rk e rs  c l im a te , w o r k - l if e  b a la n c e , f in a n c ia l  re w a rd s , 
r e c o g n it io n  an d  p h y s ic a l  e n v iro n m e n t) . T h e  th ird  s tu d y  w a s  th e  fo rm u la t io n  an d  
e m p ir ic a l e v a lu a t io n  o f  a  m o d e l fo r  jo b  re d e s ig n . T h e  m o d e l w a s  b a s e d  p a r t ly  o n  th e  
c r it ic a l  jo b  c h a ra c te r is t ic s  id e n t if ie d  e a r l ie r  an d  p a r t ly  in fo rm e d  b y  p s y c h o lo g ic a l 
k n o w le d g e  o f  jo b  d e s ig n  an d  o rg a n is a t io n a l b e h a v io u r  re s e a rc h . O v e ra ll , e a c h  o f  th e  
a im s  o f  th e  p re se n t r e s e a rc h  w e re  a c h ie v e d  an d  so m e  o f  th e  e x is t in g  c r it ic is m s  o f  jo b  
d e s ig n  ap p ro ac h e s  w e r e  ad d re s se d . T h e  m o d e l d im e n s io n s  a t ta in e d  s ig n if ic a n t  r e su lts  
th a t w e r e  e x tra c te d  fro m  d a ta  c o lle c te d  fro m  6 6 7  e m p lo y e e s  w o r k in g  in  v a r io u s  
B r it is h  o rg a n isa t io n s .
A  g e n e ra l c o n c lu s io n  th a t c a n  b e  d ra w n  fro m  th e  p re sen t r e s e a rc h  i s  th a t jo b  d e s ig n  
is  n o  lo n g e r  a  m a tte r  o f  jo b  co n ten t ( t a s k )  d e s ig n  (th e  ta n g ib le  fe a tu re  o f  th e  jo b  i t s e l f  
su c h  a s  co n tro l an d  fe e d b a c k ) ; i t  i s  a lso  a  m a tte r  o f  jo b  c o n tex t d e s ig n  (th e  fe a tu re s  o f  
th e  w o rk  e n v iro n m e n t w h e re  th e  ta sk s  a re  d e liv e r e d  su ch  a s  s u p e rv is o r s ’ p r a c t ic e s  an d  
w o rk - l if e  b a la n c e ) . B o th  a sp e c ts  w e r e  fo u n d  to  in f lu e n c e  w o rk  p e r fo rm a n c e  an d  
e m p lo y e e s ’ w e l lb e in g  v i a  c o g n it iv e  a n d  m o t iv a t io n a l m e c h a n ism s . T h e  p re sen t 
r e s e a rc h  c h a lle n g e s  th e  p o p u la r  b e l i e f  o f  th e  in a p p l ic a b i l i t y  o f  r e d e s ig n in g  jo b  co n tex t 
fa c to rs  ( e .g . th e  s o c ia l a sp e c t  o f  th e  jo b )  an d  p ro v id e s  in it ia l  re c o m m e n d a t io n s  fo r  jo b  
c o n te x t r e d e s ig n  in te rv e n tio n s .
M y warm greetings go to 
M y famiCy 
M y Supervisor Fred ZijCstra 
M y friends 
M y coCCeagues 
And my sponsors at  *University of Jordan *
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Chapter
i
J L  TOWARDS A JOB DESIGN MODEL FOR THE 21st CENTURY
1.1 INTRODUCTION
- L '  h e  1 9 5 0 s  to  th e  la t e r  p a r t  o f  th e  1 9 9 0 s  w itn e s s e d  m a jo r  d e v e lo p m e n ts  in  w h ic h  
th e  n a tu re  o f  w o rk  c h a n g e d  d r a m a t ic a l ly  fo r  m o s t p e o p le . T h e  1 9 6 0 s  an d  1 9 7 0 s  
w itn e s s e d  th e  in tro d u c tio n  o f  n e w  te c h n o lo g y , p a r t ic u la r ly  th e  u s e  o f  c o m p u te rs , in to  
th e  w o rk p la c e . T h is  w a s  fo llo w e d  in  th e  1 9 8 0 s  b y  a  h u g e  sh if t  to w a rd s  g lo b a lis a t io n , 
w ith  m a n y  o rg a n is a t io n s  u n d e rg o in g  m e rg e r s , a  m o v e  to w a rd s  d e c e n tr a l is a t io n  an d  
em p o w e rm e n t, n e w  s e rv ic e  s e c to r  w o rk , g ro w th  in  c o n tin g e n t w o rk , a n d  a  r is e  in  
sh o rt-te rm  an d  p a r t  t im e  c o n tra c ts . B y  th e  9 0 s , n e w  fo rm s o f  w o rk  w e r e  in tro d u ced  
th a t w e r e  e n a b le d  b y  th e  in fo rm a tio n  an d  c o m m u n ic a tio n s  re v o lu t io n , su c h  a s : 
e -b u s in e s se s , te le w o rk in g , an d  m o re  in d iv id u a lis e d  c a r e e r  p a th s . B y  th e  b e g in n in g  o f  
th e  n e w  m ille n n iu m , in fo rm a tio n  te c h n o lo g y , r e s tru c tu r in g  an d  d o w n s iz in g  h a v e  
c o n tin u e d  to  a f fe c t  m o st o f  th e  o c c u p a t io n a l se c to rs , tu rn in g  th e  w o r ld  in to  a  
c o m p e t it iv e  e le c tro n ic  g lo b a l m a rk e t .
W h ile  th is  c h a n g e  is  w id e ly  r e c o g n is e d , th e o r ie s  c o n c e rn in g  jo b  d e s ig n  h a v e  n o t 
d e v e lo p e d  a c c o rd in g ly , a n d  s to p p ed , to  so m e  e x te n t, o n  H a c k m a n  a n d  O ld h a m ’ s  Jo b  
C h a ra c te r is t ic s  M o d e l ( J C M ) th a t w a s  d e v e lo p e d  d u r in g  th e  7 0 s . B e s id e s , l i t t le  is  
k n o w n  ab o u t th e  e ffe c t  o f  su c h  w o rk  c h a n g e s  o n  h o w  p e o p le  p e r c e iv e  th e  
p s y c h o s o c ia l w o rk  v a r ia b le s  o r  p e o p le ’ s r e a c t io n  to w a rd s  th e s e  d e v e lo p m e n ts .
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H o w e v e r , su c h  an  is s u e  is  a  v e r y  im p o rtan t o n e  a n d  ig n o r in g  i t  m a y  h a v e  se r io u s  
c o n se q u e n c e s  e s p e c ia l ly  r e la t in g  to  th e  su c c e s s  o f  r e d e s ig n  in te rv e n t io n  p ro g ra m m e s . 
F o r  e x a m p le , e n r ic h in g  c h a ra c te r is t ic s  th a t a re  n o t r e le v a n t  in  m o d e rn  w o rk p la c e  
p ra c t ic e s  ( e .g . te le w o rk in g )  o r  n o t m a tc h in g  e m p lo y e e s ’ e x p e c ta t io n s  m a y  le a d  to  
e rro n eo u s  c o n c lu s io n s  su ch  a s  a t tr ib u t in g  th e  re a so n s  fo r f a i lu r e  to  th e  in d iv id u a l 
d if fe re n c e s  o r  o rg a n is a t io n a l c lim a te .
C o n se q u e n tly , th is  th e s is  is  a n  a ttem p t to  e x p lo re  e m p lo y e e s ’ o p in io n s  an d  re a c t io n  
to w a rd s  w o rk p la c e  d e v e lo p m e n ts  fro m  th e  jo b  d e s ig n  p e rsp e c t iv e . T h e  b ro a d e r  a im  is  
to p u t fo rw a rd  an d  e x a m in e  n e w  d im e n s io n s  to  jo b  d e s ig n  re s e a rc h  th a t is  a p p ro p r ia te  
to  re c e n t c h a n g e s  o c c u r r in g  w ith in  th e  c o n te x t o f  m o d e rn  w o rk p la c e . T h e  o v e ra rc h in g  
a im  is  to  in v e s t ig a te  h o w  w o rk  is  d e s ig n e d  w ith in  m o d e m  jo b s , an d  th e  c o n se q u e n c e s  
o f  th e s e  d e s ig n s  o n  e m p lo y e e  w e l lb e in g  an d  p ro d u c t iv ity .
T h is  c h a p te r  co n ta in s  an  o u t l in e  o f  th e  g e n e r a l r e s e a rc h  a r e a  an d  a im s , an d  th e  
co n ten t an d  s tru c tu re  o f  th e  th e s is . T h e  f ir s t  a im  o f  th is  c h ap te r  is  to  o r ie n t th e  re a d e r  
to  th e  te x t  th a t fo llo w s  b y  p ro v id in g  a n  o v e r a l l  p ic tu re  o f  th e  re s e a rc h . T h is  f a c i l i t a te s  
th e  r e a d in g  o f  m o re  d e ta i le d  c h a p te rs . T h e  s e c o n d  a im  is  in tro d u c e  th e  a im s  an d  th e  
ra t io n a le  th a t  d r iv e s  th e  th e s is , an d  th u s  to  d ir e c t  th e  r e a d e r ’ s a tten tio n  to  k e y  is s u e s .
1.2 MODERN WORKPLACE, A  NEW CHALLENGE
T h ere  h a v e  b e e n  c o n s id e r a b le  c h a n g e s  in  th e  w o rk  d o m a in  s in c e  th e  d a y s  o f  th e  
Jo b  C h a ra c te r is t ic s  M o d e l ( J C M ) in  th e  1 9 7 0 s . In  th is  m o d e l H a c k m a n  an d  O ld h am  
id e n t if ie d  f iv e  jo b  c h a ra c te r is t ic s  c r i t ic a l  to  e m p lo y e e s ’ m o tiv a t io n , s a t is f a c t io n  an d  
p e r fo rm a n c e . T h e se  c h a ra c te r is t ic s  a re : s k i l l  v a r ie ty , ta s k  id e n t ity , t a s k  s ig n if ic a n c e ,
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a u to n o m y , an d  fe e d b a c k . T h e  au th o rs  in d ic a te d  th a t in c r e a s in g  th e se  f iv e  
c h a ra c te r is t ic s  le a d  to  m o t iv a te d  w o rk e r s  w h o  p e r fo rm  b e tte r , a r e  le s s  a b se n t an d  w h o  
a re  m o re  s a t is f ie d  w ith  th e ir  w o rk . A lth o u g h  th is  th e o ry  is  in s p ir in g  th e  e m p ir ic a l 
r e s e a rc h  in  jo b  d e s ig n  to  th is  d a y , m a n y  c r it ic is m s  w e re  p o se d  (s e e  C h ap te r  2 )  
e s p e c ia l ly  to  th e  o r ig in  o f  th e s e  c h a ra c te r is t ic s  ( i .e .  w h y  th e s e  f iv e  c h a ra c te r is t ic s  in  
p a r t ic u la r ) , th e  fa c t  th a t th e y  h a v e  n o t a lw a y s  b e e n  fo u n d  to  b e  s e p a ra b le  a sp e c ts  o f  
jo b s  (C ro d e ry  an d  S e v a s to s , 1 9 9 3 ) an d  th e  fa c t  th a t  th e  m o d e l w a s  d e v e lo p e d  o n  shop  
f lo o r  w o rk e r s  in  w h ic h  th e  n a tu re  o f  th e  w o rk  a n d  th e  w o rk fo rc e  c o m p o s it io n  a re  
d if fe re n t fro m  c u rre n t w o rk p la c e  (P a rk e r  an d  W a l l ,  1 9 9 8 ). F o r  th a t re a so n , so m e  
re s e a rc h e rs  h a v e  r a is e d  sp e c u la t io n s  r e g a rd in g  th e  c o m p a t ib i l i ty  o f  th e  J C M  (a n d  
o th e r  ap p ro ac h e s  a s  w e l l )  w ith  m o d e m  w o rk p la c e  p ra c t ic e s  ( e .g . K u k  e t a l ,  1 9 9 9 ; 
P a rk e r  e t a l , 2 0 0 1 ; H o lm a n  e t a l , 2 0 0 2 ) . S o m e  c o m m en ta to rs  d is c u s s e d  th e  n e c e s s it y  
o f  u p d a t in g  e x is t in g  jo b  d e s ig n  ap p ro ac h e s  to  b e  c o m p a tib le  w ith  d e v e lo p m e n ts  
o c c u r r in g  in  th e  w o rk p la c e . S o m e  o f  th e s e  n e c e s s it ie s  a re  d is c u s s e d  in  t iu n .
T h e  f ir s t  n e c e s s it y  to  u p d a te  e x is t in g  jo b  d e s ig n  re s e a rc h  c o m e s  fro m  th e  d ra m a t ic  
c h a n g e s  th a t h a v e  o c c u rre d  in  w o rk p la c e  p r a c t ic e s . O ne m a jo r  c h a n g e  in  to d a y ’ s  w o rk  
c o n te x t h a s  b e e n  a  sh if t  fro m  m a n u fa c tu r in g  to  s e rv ic e  w o rk  an d  r is e  in  fro n tlin e  w o rk  
in v o lv in g  d ire c t  c o n ta c t w ith  c u s to m e rs  (e .g . b a n k in g , s a le s ) .  F o r  e x a m p le , P a rk e r , 
W a l l  an d  C o rd e ry  (2 0 0 1 )  in d ic a te d  th a t in  th e  U K , 4 9 .4 %  o f  e m p lo y e e s  w o rk in g  in  
s e rv ic e s  in  19 7 5  h a d  r is e n  to  6 5 .7  b y  1 9 9 9 . B e s id e s , d e v e lo p m e n ts  in  te c h n o lo g y  h a v e  
h a d  a  h u g e  im p a c t o n  th e  w a y  in  w h ic h  w o rk  is  co n d u c ted . T h e  a v a i la b i l i t y  o f  
c o m p u te rs  an d  th e  In te rn e t m e a n  th a t e m p lo y e e s  w o rk  c a n  b e  s y n c h ro n o u s  (s a m e  
tim e/ d if fe re n t p la c e )  o r  a sy n c h ro n o u s  (d if fe re n t tim e/ d if fe re n t p la c e )  m e a n in g  th a t 
p e o p le  c a n  m a k e  u s e  o f  b o th  th e  lo c a t io n  o f  w o rk  a s  w e l l  a s  th e  t im e  z o n e .
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H o w e v e r , th e se  c h a n g e s  an d  d e v e lo p m e n ts , h a v e  a ffe c te d  h o w  w o rk  i s  c o n d u c ted  
o r, in  o th e r w o rd s , th e  w a y  o rg a n is a t io n s  an d  th e  e m p lo y e e s  in  th e s e  o rg a n isa t io n s  
b e h a v e  an d  in te ra c t . F ir s t ly ,  th e  d e v e lo p m e n t o f  te c h n o lo g y  h a s  le d  to  a  m a jo r  sh if t 
fro m  tr a d it io n a l p h y s ic a l  ta s k s  to  m o re  in v o lv e m e n t in  m e n ta l a n d  c o g n it iv e  ta sk s  
(Z ij ls t r a , S c h a lk  an d  R o e , 1 9 9 6 ; R o e , B e r g , a n d  Z ij ls t r a , 1 9 9 4 ). S e c o n d ly , c o m p a red  
w ith  w o rk e rs  3 0  y e a r s  a g o , m o d e m  e m p lo y e e s  in c r e a s in g ly  w o rk  in  o f f ic e s  (a n d  le s s  
in  in d u s tr y  o r  in  a g r ic u ltu r e ) , w ith  in fo rm a tio n  o r c lie n ts  (a n d  le s s  w ith  ta n g ib le  
o b je c ts ) , in  te a m s , an d  w ith  le s s  jo b  s e c u r ity .
S u c h  d e v e lo p m e n ts  h a v e  w o rk  d e s ig n  im p lic a t io n s . F ir s t , jo b s  in  m o d e m  c o n tex ts  
a re  b e c o m in g  m o re  k n o w le d g e -o r ie n te d . A p p ly in g  n e w  w o rk p la c e  p ra c t ic e s , 
a d v a n c e d  in fo rm a tio n  te c h n o lo g y , e x p a n d e d  u s e  o f  c o m p u te r -b a se d  s y s te m s , an d  
te n d e n c y  fo r q u ic k  c a r e e r  d e v e lo p m e n t e m p h a s is e s  th e  im p o rtan c e  o f  k n o w le d g e  an d  
le a rn in g , b o th  fo r  in d iv id u a ls  an d  o rg a n is a t io n s . T h ere fo re , in  m o d e m  s o c ie t ie s  th e  
e m p h a s is  o n  k n o w le d g e  is  h u g e . In  an  o rg a n is a t io n a l s e tt in g , k n o w le d g e  s e e m s  to  b e  
v e r y  im p o rtan t to  o rg a n is a t io n a l s u c c e s s  a s  w e l l  a s  e m p lo y e e s ’ s a t is f a c t io n  (W an*, 
2 0 0 2 b ) . O rg a n is a t io n s  n o w a d a y s  a re  tr a n s fo n n in g  in to  T e a m in g  o rg a n is a t io n s ’ in  
w h ic h  a c q u ir in g  an d  d e l iv e r in g  k n o w le d g e  is  an  e s s e n t ia l  p a r t o f  th e  o rg a n isa t io n . A s  
n o ted  b y  M o h rm a n  an d  C o h e n  (1 9 9 5 )  “t e a m  m e m b e r s  in  d i f f e r e n t  l o c a t i o n s ,  o n  
d i f f e r e n t  s c h e d u l e s ,  a n d  w o r l d n g  in  d i f f e r e n t  o r g a n i s a t i o n s  m a y  r a r e l y  m e e t ,  b u t  c a n  
s t i l l  a c c e s s  t h e  s a m e  c u s t o m e r  d a t a  s e t s ,  u s e  n e t w o r k  s o f t w a r e  t o  d o  f i n a n c i a l  
a n a l y s i s ,  a n d  s h a r e  r e s u l t s  o n  t h e i r  e l e c t r o n i c  m a i l  n e t w o r k ”  (p . 3 9 7 ) . W h ile  su ch  
p r a c t ic e s  c a n  b e  fo u n d  in  m a n y  o rg a n is a t io n s  n o w a d a y s , l i t t le  in fo m ia t io n  is  a v a ila b le  
ab o u t h o w  su c h  fo rm s o f  w o rk  o rg a n is a t io n  a f fe c t  th e  w o rk  co n ten t o r  co n tex t. F o r 
e x a m p le , is  au to n o m y , s t i l l  th e  k e y  c h a r a c te r is t ic  in  d e s ig n in g  k n o w le d g e -o r ie n te d  
jo b s  e s p e c ia l ly  w h e n  so m e  s tu d ie s  re p o r te d  m ix e d  e ffe c ts  r e g a rd in g  a u to n o m y  ro le .
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M o h m ia n  an d  C o h en  (1 9 9 5 )  in d ic a te d  th a t b e c a u s e  o f  th e  in fo rm a tio n  r e v o lu t io n , 
e m p lo y e e s  c a n  e a s i l y  a c c e s s  th e  d a ta b a se  a n d  a c t  au to n o m o u s ly , b u t o n  th e  o th e r h an d  
su c h  IT  te c h n o lo g y  h a s  e n a b le d  th e  m o n ito r in g  o f  p e o p le ’ s  p e r fo rm a n c e  an d  
th e re fo re , c a n  p o te n t ia l ly  r e d u c e  au to n o m y . G o ttffed so n  (1 9 9 7 )  in d ic a te d  th a t 
c o m m u n ic a t io n  q u a l i t y  b e tw e e n  te a m  m e m b e rs  (a n d  h e n c e , c o o p e ra t iv e  en v iro n m en t 
b e tw e e n  c o lle a g u e s ) ,  o rg a n is a t io n a l r e w a rd s  (e .g . p a y m e n t an d  r e c o g n it io n ) , an d  
m a n a g e m e n t p r a c t ic e s  a re  im p o rta n t a sp e c ts  in  k n o w le d g e -o r ie n te d  jo b s . H o w e v e r , 
P a rk e r  an d  W a l l  (1 9 9 8 )  s ta te d  th a t 1,1 w o r k  d e s i g n  t h e o r y  h a s  b e e n  d e r i v e d  p r i m a r i l y  
f r o m  s t u d i e s  o f  s h o p  f l o o r  e m p l o y e e s  in  m a n u f a c t u r i n g  a n d  t h a t  i t  w i l l  n e e d  s o m e  
d e v e l o p m e n t  a n d  r e o r i e n t a t i o n  in  t h e  c o n t e x t  o f l m o w l e d g e  w o r k ”  (p . 8 7 ).
A c c o rd in g ly , su c h  d e v e lo p m e n ts  an d  p r a c t ic e s  m e r e ly  d e m o n s tra te  th a t e x is t in g  
jo b  c h a ra c te r is t ic s  sh o u ld  b e  re c o n s id e re d  a n d  e x p a n d e d  to  in c lu d e  o th e r  jo b  
c o n te x tu a l fa c to rs  ra th e r  th a n  l im it e d  to  th e  n a r ro w  co n cep t o f  jo b  co n ten t fac to rs . 
S p e c if ic a l ly ,  e x is t in g  jo b  d e s ig n  th e o r ie s  h a v e  p a id  s tro n g  a tte n tio n  to  e n r ic h in g  jo b  
co n ten t fa c to rs  (th e  o b je c t iv e  fe a tu re s  o f  th e  ta sk s  su c h  a s  t a s k  a u to n o m y , ta sk  
fe e d b a c k , t a s k  v a r ie t y  e tc .)  w ith  le s s  o r  n o  a tte n tio n  to  jo b  co n tex t fa c to rs  (f e a tu re s  o f  
th e  c o n te x t in  w h ic h  th e  ta sk s  a re  d e liv e r e d  su c h  a s  s o c ia l su p p o rt, m a n a g e r ia l  
p r a c t ic e s , r e w a rd s  s y s te m , p h y s ic a l  e n v iro n m e n t e tc .) . A s  w i l l  b e  e x p la in e d  la te r  in  
d e ta i l ,  r e c e n t e m p ir ic a l r e s e a rc h  h a s  sh o w n  th a t e n r ic h in g  jo b  co n ten t fa c to rs  a lo n e  
h a s  f a i le d  to  p ro d u c e  s a t is f a c to r y  g a in s  in  p ro d u c t iv it y  an d  e m p lo y e e  w e l lb e in g  (e .g . 
ICuk e t a l ,  1 9 9 9 ). T h ere  is  in c r e a s in g  r e c o g n it io n  th a t v a r io u s  c o n te x tu a l fa c to rs  a re  
im p o rtan t in  th e  m o d e m  w o rk p la c e  c o n te x t  an d  c an  in f lu e n c e  e m p lo y e e  w e l lb e in g  
an d  p ro d u c t iv ity . F o r  e x a m p le , P a rk e r  an d  W a l l  (1 9 9 8 )  n o ted  th a t a n  a sp e c t  o f  w o rk  
th a t h a s  n o t b e e n  v is ib le  in  w o rk  d e s ig n  r e s e a rc h  b u t is  l ik e ly  to  b e  r e le v a n t  to  m o d e m  
w o rk  p ra c t ic e s  (e .g . te le w o rk in g ) , i s  h o m e -w o rk  c o n f lic t  ( i .e .  d if f ic u lt ie s  in  ju g g l in g
Chapter 1
5
th e  d e m an d s  o f  w o rk  an d  f a m i ly  ro le s ) . A lth o u g h  w o rk in g  a t  h o m e  o ffe rs  b e n e f its  
su c h  a s  m o re  f le x ib i l i t y  a n d  fre e d o m , th e re  is  a lso  th e  p o te n t ia l r is k  o f  m o re  c o n f lic t  
b e tw e e n  h o m e  a n d  w o r k  (e .g . in te r ru p t io n  fro m  c h ild re n ) . A d d it io n a l ly ,  re d u c e d  
s o c ia l  co n tac t an d  su p p o rt fro m  p e e r s  i s  a  fu r th e r  p o s s ib le  o u tco m e  o f  w o rk in g  a t 
h o m e . W h ile  th e  e f fe c t  o f  c o n te x tu a l fa c to rs  is  w id e ly  r e c o g n is e d , e x is t in g  jo b  d e s ig n  
m o d e ls  h a v e  fo c u se d  o n  th e  e n r ic h m e n t o f  th e  jo b  co n ten t an d  n e g le c te d  th e  
e n r ic h m e n t o f  th e  jo b  c o n te x tu a l fa c to rs . T h is  is s u e  w o u ld  q u e s tio n  th e  c o m p a t ib il i ty  
o f  e x is t in g  jo b  d e s ig n  th e o r ie s  w ith  m o d e rn  w o rk  p ra c t ic e s .
A n o th e r  n e c e s s it y  to  u p d a te  e x is t in g  jo b  d e s ig n  ap p ro ac h e s  c o m e s  fro m  th e  
co m p o s it io n  o f  th e  c u rre n t w o rk fo rc e  ( le s s  y o u n g , le s s  w h ite , le s s  m a le ) . In  
co m p a r iso n  w ith  th e  7 0 s , c u rre n t w o rk p la c e s  in c lu d e  a  h ig h e r  p ro p o rt io n  o f  f e m a le  
an d  e ld e r ly  e m p lo y e e s  (e .g . b a b y  b o o m e rs ) . W h ile  th is  c o m p o s it io n  is  w id e ly  
r e c o g n iz e d , l i t t le  i s  k n o w n  a b o u t th e  e f fe c ts  o f  su c h  c o m p o s it io n  o n  p e r c e iv in g  th e  
p s y c h o s o c ia l  w o rk  v a r ia b le s . T h e  la c k  o f  su c h  in fo rm a tio n  m a y  c re a te  p ro b le m s . F o r 
e x a m p le , d e m o g ra p h ic  d e v e lo p m e n ts  in d ic a te  th a t th e  s o -c a l le d  ‘b a b y  b o o m  
g e n e ra t io n ’ is  ab o u t to  r e t ir e , c a u s in g  m a n y  s o c ie ta l an d  e c o n o m ic  p ro b le m s . 
S p e c if ic a l ly ,  th e  p o s t -W o r ld  W a r  II b a b y  b o o m  g e n e ra t io n  c o n s is ts  o f  p e rso n s  b o m  
b e tw e e n  19 4 6  an d  1 9 6 4 . h i  1 9 9 6  b a b y  b o o m e rs  w e r e  b e tw e e n  th e  a g e s  o f  3 2  an d  50 . 
B y  th e  en d  o f  2 0 0 5 , th e  f ir s t  o f  th e  b a b y  b o o m e rs  w i l l  b e g in  to  tu rn  6 0 . A s su m in g  a  
re t ire m e n t a g e  o f  6 5 , b a b y  b o o m ers  w i l l  b e g in  to  re t ir e  b y  th e  y e a r  2 0 1 1 . T h e  la te  
b a b y  b o o m ers  a re  e x p e c te d  to  b e g in  r e t ir in g  in  la r g e  n u m b ers  a f te r  2 0 2 0 . H o w e v e r , 
c o m p a n ie s  an d  H R  p la n n e rs  sh o u ld  s ta r t p la n n in g  a s  w e l l  a s  f in d in g  so lu t io n s  to  th e  
e x p e c te d  p ro b le m s  w h e n  th e  f ir s t  g e n e ra t io n  o f  b a b y  b o o m ers  s ta r t  to  th in k  ab o u t 
re t ire m e n t. F ir s t  o f  a l l ,  th is  w i l l  c re a te  sh o r ta g e s  in  th e  la b o u r  m a rk e t , an d , s e c o n d ly , 
th e re  w i l l  b e  a  p ro b le m  in  p a y in g  th e ir  p e n s io n s . C o n se q u e n tly , m a n y  W e s te rn
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E u ro p ean  g o v e rn m e n ts  a r e  n o w  t r y in g  to  c o n s id e r  s t r a te g ie s  fo r  in c r e a s in g  th e  a g e  o f  
re t ire m e n t b u t th o se  p e o p le  c a n  d e c id e  to r e t ir e  e a r ly .  In  o rd e r  to  a s k  th e m  to  s t a y  in  
th e ir  jo b s  lo n g e r , m a k in g  w o rk  m o re  a t t r a c t iv e  a n d  ta k in g  in to  a c c o u n t th e  n e e d s  an d  
re q u ire m e n ts  o f  an  a g e in g  w o rk fo rc e  m a y  h a v e  to  b e  co n s id e red .
T h e  th ird  n e c e s s it y  to  u p d a te  e x is t in g  jo b  d e s ig n  th e o r ie s  is  th e  h e a v y  d e m an d  o n  
w o rk p la c e  q u a l i t y  p e r fo rm a n c e  (e .g . in n o v a t io n  an d  c r e a t iv it y )  w h ic h  is  a  h u g e  
c h a lle n g e  f a c in g  th e  m o d e m  w o rk p la c e  (W e s t  an d  F a r , 1 9 9 0 ). T h e  r is e  in  m a rk e t 
c o m p e t it io n  h a s  le d  to  an  e m p h a s is  o n  w o rk p la c e  c r e a t iv it y ,  in n o v a t io n  an d  q u a l i t y  
p e r fo rm a n c e . N o w a d a y s , c r e a t iv it y  in  th e  w o rk p la c e  is  a  v i t a l  is s u e  a s  o rg a n isa t io n s  
re q u ir e  n o v e lt y  in  th e  fo rm  o f  b e tte r , m o re  r e l ia b le ,  a t tr a c t iv e  an d  u s e fu l p ro d u c ts  an d  
s e rv ic e s . C o n su m e rs  a re  a s k in g  fo r  n e w  p ro d u c ts  an d  n e w  s e rv ic e s . T h e re fo re , e a c h  
in d iv id u a l o rg a n is a t io n  s t ru g g le s  to g e t  a h e a d  o f  th e  c o m p e tit io n  in  o rd e r  to  e s ta b lish  
so m e  s e c u r it y  an d  m a rk e t  p ro te c t io n . C o n s e q u e n t ly , o rg a n isa t io n s  f in d  th e m se lv e s  
f a c in g  th e  w o r ld  a s  th e ir  m a rk e t  w ith  h u g e  c o m p e t it iv e  th re a ts  an d  d e m a n d in g  
co n su m e rs . In  su c h  a  p o s it io n , o rg a n is a t io n s  s e e m  to h a v e  n o  a lt e rn a t iv e  b u t to  
m a in ta in  c o n tin u o u s  tr a in in g  an d  im io v a t io n  p ro g ra m m e s . In  o rd e r  to  m a in ta in  an  
o rg a n is a t io n a l n o v e lt y  im a g e , th e y  h a v e  to  k e e p  a d o p tin g  c o m p le x  p ro c e d u re s  to  
p re d ic t  an d  co n tro l th e ir  fu tu re . T h e y  m u s t k e e p  u p -to -d a te , d e a l an d  co p e  w ith  m u c h  
lo g is t ic a l ,  p o l i t ic a l ,  c u ltu r a l an d  s o c io lo g ic a l  le g is la t io n , n o t ju s t  lo c a l l y  o r  n a t io n a l ly  
b u t a lso  in te rn a t io n a lly . O rg a n is a t io n s  r e a l i s e  th a t  in  o rd e r to  ad o p t c o m p le x it y  th e y  
n e e d  to  r e ly  o n  c r e a t iv e  o r  h ig h ly  p e r fo rm in g  e m p lo y e e s  w h o  w a n t  to  le a rn  an d  
d e v e lo p .
H o w e v e r , c o m p le x it y  an d  in n o v a t io n  a re  p h e n o m e n a  th a t c a n  b e  su b je c te d  to 
h u m a n  co n tro l an d  jo b s  c a n  b e  d e s ig n e d  to  p ro m o te  c o m p le x ity  an d  in te l le c tu a l
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c h a lle n g e  to  a c h ie v e , in  th e  en d , c r e a t iv e  o r  h ig h  p ro a c t iv e  e m p lo y e e s  (G o ttffed so n , 
1 9 9 7 ) . A s  w i l l  b e  e x p la in e d  in  C h a p te r  2  in  d e ta i l ,  e x is t in g  jo b  d e s ig n  c h a ra c te r is t ic s  
a p p e a r  in s u f f ic ie n t  to  p ro m o te  c o m p le x it y  o r  c h a lle n g e  in  th e  w o rk p la c e  (K u k  e t a l , 
1 9 9 9 ) . T h u s , th e re  is  a  r e q u ire m e n t to  u p d a te  jo b  c h a ra c te r is t ic s  w ith  th o se  
r e sp o n s ib le  fo r  lo a d in g  jo b  ta sk s  w ith  e n o u g h  c o g n it iv e  c o m p le x it y  ( e .g . p ro b le m  
s o lv in g , s t im u la t in g  ta s k s )  to  e n a b le  e m p lo y e e s  to  b e  im io v a t iv e  an d  c r e a t iv e .
T h e  f in a l n e c e s s it y  to  u p d a te  jo b  d e s ig n  m o d e ls  c o n ie s  fro m  th e  f a c t  th a t m o d e m  
l i f e  s ta n d a rd s  an d  la b o u r  u n io n s  a s  w e l l  a s  g o v e rn m e n t le g is la t io n  h a v e  fo rced  
o rg a n is a t io n s  to  a d d re s s  e m p lo y e e s ’ w e l lb e in g . A  w o rk p la c e  w ith  m in im u m  jo b -  
r e la te d  s tre s s  i s  a  r e q u ire m e n t in  m o s t W e s te rn  s o c ie t ie s  an d  th e  d e v e lo p e d  w o r ld . In  
r e c e n t y e a r s  w o rk  r e la te d  s tre s s  th a t c a u s e s  h e a lth  p ro b le m s  h a s  in c re a s e d . T h ere fo re , 
m u c h  g o v e rn m e n t le g is la t io n  h a s  b e e n  is s u e d  to  e n su re  th a t jo b  ta s k s  a re  p h y s ic a l ly  
s a fe  ( i .e .  h e a lth y  e n v iro n m e n t a n d  la c k  o f  h a z a rd s )  an d  m e n ta l ly  s a f e , fo r  e x a m p le , 
la c k  s tre s so rs  o r  e m o tio n a l e x h a u s t io n  (D e m e ro u ti e t  a l ,  2 0 0 1 ) .
M a n y  d e v e lo p e d  c o u n tr ie s  r e a l i s e d  e a r ly  th e  r e la t io n sh ip  b e tw e e n  jo b  d e s ig n  
v a r ia b le s  an d  w e l lb e in g . M a n y  c o u n tr ie s  h a v e  p o se d  le g a l  r e g u la t io n s  to  fo rce  
c o m p a n ie s  to  a d d re s s  th e  p s y c h o s o c ia l a sp e c ts  o f  th e  w o rk  e n v iro n m e n t (IC om pier, 
1 9 9 6 ). H o w e v e r , i t  s e e m s  th a t m o s t o f  th e s e  r e g u la t io n s  h a v e  b e e n  in f lu e n c e d  b y  th e  
jo b  c h a ra c te r is t ic s  m o d e l (H a c k m a n  &  O ld h am , 1 9 7 6 ) an d  th e  d e m a n d -c o n tro l m o d e l 
(K a ra s e k , 1 9 7 9 ) in  w h ic h  a u to n o m y , v a r ie t y  an d  jo b  d em an d s  a re  th e  k e y  fe a tu re s  th a t 
c a u s e  s tre s s  an d  n e g a t iv e  w e l lb e in g . In  re c e n t  y e a r s , jo b  s tre s s  r e s e a rc h  in d ic a te s  th a t 
w id e  ra n g e s  o f  p s y c h o s o c ia l v a r ia b le s  a re  c o n tr ib u t in g  to  e m p lo y e e s ’ w e l lb e in g . A s  
a n  e x a m p le , s o c ia l su p p o rt an d  w o rk -h o m e  b a la n c e  h a v e  b e c o m e  o n e  o f  th e  im p o rtan t 
a sp e c ts  o f  w o rk  s tre s s  r e s e a rc h  (W a r r , 2 0 0 2 a ; K o m p ie r , 2 0 0 3 ; Jo n e s  a n d  F le tc h e r ,
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1 9 9 3 ) . T h e re fo re , jo b  d e s ig n  c h a ra c te r is t ic s  r e q u ir e  u p d a t in g  to  a d d re s s  n e w  co n cep ts  
e m e rg in g  in  m e n ta l h e a lth  r e s e a rc h  to  a c h ie v e  b e tte r  u n d e rs ta n d in g  th a t w o u ld  m e e t 
in d iv id u a l  an d  o rg a n is a t io n a l e x p e c ta t io n s .
In  c o n c lu s io n , th e  b r ie f  r e v ie w  sh o w s  th a t th e  w o rk  c o n tex t is  v e r y  d if fe re n t to d a y  
fro m  w h ic h  th e  m a jo r  w o rk  d e s ig n  th e o r ie s  d e v e lo p e d  ( i .e .  d iu in g  th e  1 9 7 0 s ) . T h is  
d o es  n o t m e a n  th a t th e re  a re  n o  p o in ts  o f  c o n t in u ity . T h ere  c e r ta in ly  a re , a s  w i l l  b e  
h ig h lig h te d  la te r . N e v e r th e le s s , th e re  is  a lso  a  n e e d  fo r  so m e  re o r ie n ta t io n . A s  a  
s im p le  e x a m p le , s e rv ic e  jo b s  t y p ic a l ly  r e q u ir e  m o re  a tten tio n  to  th e  c o n te x tu a l jo b  
fa c to rs  su c h  a s  th e  s o c ia l su p p o rt, r e w a rd s , r e c o g n it io n  an d  w o r k - l if e  b a la n c e . In  
a d d it io n , th e  m o d e m  w o rk p la c e  c o n te x t h a s  r e q u ir e d  a  jo b  d e s ig n  a p p ro a c h  w h ic h  is  
m o re  o r ie n te d  fo r in c r e a s in g  b o th  e m p lo y e e  w e l lb e in g  an d  p ro d u c t iv ity . H o w e v e r , th e  
m o re  g e n e ra l m e s s a g e  is  th a t , a t p re sen t , th e  f ie ld  o f  jo b  d e s ig n  is  ra th e r  f ra g m e n te d  
an d  its  r e le v a n c e  to  a  c h a n g in g  w o rk  c o n te x t c a n  b e  q u e s tio n e d . It, th e re fo re , s e e m s  
th e  r ig h t  t im e  to  a ttem p t a  r e v ie w  o f  th e  d if fe re n t p e r sp e c t iv e s  o n  jo b  d e s ig n  to  d ra w  
an  im a g e  o f  h o w  fu tu re  jo b  d e s ig n  sh o u ld  lo o k .
1.3 AIM  AND PLAN OF THIS STUDY
T h is  s tu d y  a im s  to  p re sen t a  s c ie n t if ic  c o n tr ib u t io n  to  jo b  d e s ig n  r e s e a rc h  b y  t r y in g  
to  id e n t if y  th e  c r i t ic a l  jo b  c h a ra c te r is t ic s  in  co n te m p o ra ry  jo b s  fro m  an o th e r  
p e r s p e c t iv e  ( i .e . th e  e m p lo y e e ’ s p e r s p e c t iv e )  u s in g  q u a l ita t iv e  an d  q u a n t ita t iv e  
m e th o d o lo g ie s .
M o re  s p e c i f ic a l ly ,  r e v ie w in g  th e  m e th o d o lo g y  o f  d e v e lo p in g  th e  c r i t ic a l  jo b  
c h a ra c te r is t ic s  fo r  th e  m a in  jo b  d e s ig n  th e o r ie s  in d ic a te  th a t th e y  w e r e  d e v e lo p e d  fro m
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v a r io u s  p e r s p e c t iv e s  u s in g  e ith e r  q u a l i t a t iv e  o r  q u a n t ita t iv e  m e th o d o lo g ie s . H e rz b e rg  
e t a l  (1 9 5 9 )  p u b lish e d  th e  f ir s t  th e o ry  in  jo b  d e s ig n  r e s e a rc h  in  w h ic h  th e y  p ro d u c e d  a  
n u m b e r  o f  jo b  c h a ra c te r is t ic s  d e s c r ib e d  a s  im p o rta n t to  e m p lo y e e  m o t iv a t io n  ( i .e . 
f ro m  th e  e m p lo y e e  p e r s p e c t iv e ) . B y  in te r v ie w in g  a  s a m p le  o f  e n g in e e r s  an d  
ac c o u n ta n ts  fo llo w e d  b y  co n ten t a n a ly s is ,  th e y  e x tra c te d  a  n u m b e r  o f  jo b  
c h a ra c te r is t ic s  th a t w e r e  c o n s id e re d  c r i t ic a l  in  im p ro v in g  w o rk  q u a l i t y  (s e e  n e x t 
c h a p te r  fo r d e ta i ls ) . H o w e v e r , n o  s tu d y  w a s  re p o r te d  to  co n f irm  th e s e  q u a l ita t iv e  
c h a ra c te r is t ic s  q u a n t ita t iv e ly  u s in g  v a r io u s  jo b  ty p e s .
F o llo w in g  th a t , H a c k m a n  an d  O ld h am  (1 9 7 6 )  in  th e ir  Jo b  C h a ra c te r is t ic s  M o d e l 
( J C M ) ad o p ted  a  d if fe re n t m e th o d o lo g y  in  w h ic h  jo b  c h a ra c te r is t ic s  w e r e  d e v e lo p e d  
u s in g  l ite r a tu re  an d  r e s e a r c h e r s ’ e x p e r ie n c e  b u t w e r e  c o n f irm e d  on  a  la r g e  s iz e  s a m p le  
( i .e .  6 5 8  e m p lo y e e s )  u s in g  v a r io u s  jo b  ty p e s  an d  o c c u p a t io n a l s e c to rs . In  th e  
su b se q u e n t th e o r ie s , th e  au th o rs , m o re  o r  le s s ,  u s e d  th e  s a m e  m e th o d o lo g y  (e .g . 
d e m an d -c o n tro l m o d e l, e ffo rt-  r e w a rd s  im b a la n c e  m o d e l) . R e c e n t ly ,  W a r r  (1 9 8 7 , 
2 0 0 2 a )  d e v e lo p e d  th e  V ita m in  M o d e l (V M ) b y  u s in g  th e  li t e r a tu re  r e v ie w  an d  
id e n t if ie d  a  l i s t  o f  th e  c r i t ic a l  jo b  c h a ra c te r is t ic s . T h e  l is t  c a n  b e  d e sc r ib e d  as  
c o m p re h e n s iv e  b e c a u s e  i t  c o n ta in e d  a l l  th e  v a r ia b le s  p ro m o ted  b y  th e  o th e r th eo r ie s . 
N o  s tu d y , h o w e v e r , a tte m p te d  to  te s t  th e  f u l l  l i s t  in  th e  f ie ld .
A  c o m m o n  fe a tu re  o f  a l l  th e se  ap p ro a c h e s  i s  th a t n o n e  o f  th e m  a d d re s se d  th e  
e m p lo y e e s ’ o p in io n s  o r  a t t itu d e s  to w a rd s  w h a t  c a n  b e  c o n s id e re d  th e  c r it ic a l  jo b  
c h a ra c te r is t ic s  in  d ia g n o s in g  w o rk  q u a l i t y  (a p a r t  o f  th e  h y g ie n e -m o t iv a t io n  th e o ry ) . 
A lth o u g h  e a c h  o f  th e  p e r s p e c t iv e s  ad o p ted  b y  th e s e  th e o r ie s  h a s  b o th  n e g a t iv e  an d  
p o s it iv e  a sp e c ts , a  d e s ig n  th a t m a k e s  f u l l  u s e  o f  th e  th re e  p e rs p e c t iv e s  (q u a n t ita t iv e ,
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q u a l ita t iv e , an d  lite r a tu re  r e v ie w )  w o u ld  b e  a  w is e  so lu t io n  in  o v e rc o m in g  th e  b ia s  o f  
a d o p tin g  a n y  o f  th em  a lo n e .
h i  l ig h t  o f  th is , th e  r e s e a rc h  d e s c r ib e d  in  th is  p ie c e  o f  w o rk  u s e s  th e  th re e  
m e th o d o lo g ie s  ( i .e . q u a l ita t iv e , q u a n t ita t iv e  an d  lit e r a tu re  r e v ie w )  to  d e v e lo p  c r it ic a l 
jo b  c h a ra c te r is t ic s  w h ic h  a re  a p p ro p r ia te  to  c h a n g e s  o c c u r r in g  w ith in  m o d e m  
w o rk p la c e  p ra c t ic e s . F ir s t , p e o p le  w i l l  b e  in te rv ie w e d  ab o u t th e ir  w o rk  an d  ab o u t 
w h a t  th e y  c o n s id e r  im p o rtan t a sp e c ts  in  c o n te m p o ra ry  jo b s  to  b e  ( i .e .  th e  h y g ie n e -  
m o tiv a t io n  th e o ry  m e th o d o lo g y ) . T h e  a im  h e re  is  tw o - fo ld : f ir s t  to  e s ta b lish  w h e th e r  
th e  d im e n s io n s  o f  th e  J C M  a re  s t i l l  a p p lic a b le  in  to d a y ’ s w o rk p la c e . S e c o n d , to  
id e n t if y  a l l  th e  p o s s ib le  jo b  fe a tu re s  in  c o n te m p o ra ry  jo b s . T h e  n e x t  s tep  is  to  
s tru c tu re  th e se  o p in io n s  an d  p e rc e p t io n s  in  o rd e r  to  tr a n s fe r  th em  in to  s e n s ib le  jo b  
c h a ra c te r is t ic s  u s in g  q u a n t ita t iv e  te c h n iq u e s  b a s e d  o n  a  la r g e  s iz e  s a m p le  ( i .e .  J C M  
m e th o d o lo g y ) . T h e  o v e ra rc h in g  a im  is  to  p ro d u c e  a  l i s t  o f  th e  c r i t ic a l  jo b  
c h a ra c te r is t ic s  l ik e  th e  o n e  p ro d u c e d  b y  W an* (1 9 8 7 ; 2 0 0 2 a )  b u t w e  w i l l  p ro d u c e  it  
e m p ir ic a l ly  an d  fro m  th e  e m p lo y e e ’ s  p e r s p e c t iv e .
B y  a p p ly in g  th is  m u lt i-m e th o d  p e r s p e c t iv e , a  r e s e a rc h e r  is  ta k in g  th e  id e n t if ic a t io n  
p ro c e ss  o n e  step  b a c k  an d  d e c id in g  th e  “ g o o d  jo b ” c h a ra c te r is t ic s  fro m  th e  
e m p lo y e e s ’ p e r s p e c t iv e  b u t n o t f ro m  h is/ h er o w n  e x p e r ie n c e . T h is  ap p ro ac h  a d d re s se s  
tw o  is s u e s . F ir s t ly ,  th e  r e a s o n in g  b e h in d  c h o o s in g  p a r t ic u la r  jo b  c h a ra c te r is t ic s  w i l l  b e  
ju s t i f ie d  e m p ir ic a l ly  a n d  i t  w i l l  r e f le c t  e m p lo y e e s ’ p e r s p e c t iv e s  a n d  n o t th e  
r e s e a r c h e r ’ s  b a c k g ro u n d . S e c o n d ly , a l lo w in g  e m p lo y e e s  to  d e c id e  w h a t  th e y  e x p e c t 
fro m  th e ir  jo b s  c o u ld  h e lp  to  s o lv e  th e  n a ir o w  fo c u s  o f  e x is t in g  jo b  d e s ig n  ap p ro ach e s  
w ith in  th e  m o d e m  w o rk p la c e . It i s  e x p e c te d  th a t so m e  o f  th e  e x tra c te d  c h a ra c te r is t ic s
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m a y  in d e e d  b e  v a r ia b le s  im p o rtan t to  m o d e m  jo b s  su c h  a s  v a r ia b le s  r e sp o n s ib le  fo r 
in c r e a s in g  jo b  c o m p le x ity  an d  th e  c o n te x tu a l a sp e c ts  o f  th e  jo b .
T h e  f in a l s tep  is  to  p u t fo rw a rd  an d  e x a m in e  su c h  a  jo b  c h a ra c te r is t ic s  l i s t  w ith in  
w h it e  c o lla r  jo b s , an d  th e  c o n se q u e n c e s  o f  th e s e  d e s ig n s  fo r e m p lo y e e  w e l lb e in g  an d  
p ro d u c t iv ity .
In  s u m m a ry  th e  p re se n t r e s e a rc h  h a s  th re e  m a in  g o a ls :
1. T o  r e v ie w  r e le v a n t  r e s e a rc h  c o n d u c te d  w ith in  th e  jo b  d e s ig n  p a r a d ig m , u s e  it  
to  id e n t if y  w e a k n e s s e s  an d  s p e c i f y  h o w  jo b  d e s ig n  m o d e ll in g  m ig h t  b e  
en h an ced .
2 . T o  id e n t if y  th e  jo b  c h a ra c te r is t ic s  th a t  c o u ld  b e  d e s c r ib e d  a s  c r it ic a l to  
c o n te m p o ra ry  jo b s  an d  fro m  th e  e m p lo y e e ’ s p e r sp e c t iv e .
3 . B y  a c h ie v in g  th e  f ir s t  tw o  o b je c t iv e s , a  jo b  d e s ig n  m o d e l w i l l  b e  fo rm u la te d  
th a t m a y  b e  ap p ro p r ia te  to  th e  m o d e m  w o rk p la c e .
T o  m e e t th e se  o b je c t iv e s , a  l it e r a tu re  r e v ie w  w a s  co n d u c ted . A  n u m b e r  o f  s tu d ie s  
w e r e  d e s ig n e d  in  o rd e r  to  id e n t if y  c r i t ic a l  jo b  c h a ra c te r is t ic s  a s  w e l l  a s  d e v e lo p in g  a  
jo b  d e s ig n  m o d e l. T h e  r e s e a rc h  d e s ig n  c o n s is ts  o f  th re e  s tu d ie s . T h e  f ir s t  tw o  s tu d ie s  
w e r e  e x p lo ra to ry  o n es  an d  a im e d  to  id e n t if y  th e  d e s ir a b le  jo b  c h a ra c te r is t ic s  in  
c o n te m p o ra ry  jo b s . T h e  th ird  (a n d  f in a l )  s tu d y  w a s  an  a ttem p t to  d e v e lo p  a  jo b  d e s ig n  
m o d e l u s in g  th e  c r i t ic a l  jo b  c h a ra c te r is t ic s  id e n t if ie d  v i a  th e  f ir s t  tw o  s tu d ie s  a s  w e l l  
a s  r e c e n t p s y c h o lo g ic a l  k n o w le d g e  fo u n d e d  in  re c e n t o rg a n is a t io n a l b e h a v io u r  
l ite r a tu re . T h e  f in a l  s tep  w a s  e m p ir ic a l r e s e a rc h  th a t a im e d  to e v a lu a te  th e  m o d e l in  a  
f ie ld  s tu d y  an d  to  d is c u s s  th e  im p lic a t io n  o f  th e  c u rren t f in d in g s  fo r jo b  d e s ig n  in  th e  
2 1 st c e n tu ry .
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T o p ro v id e  a  c le a r  p re sen ta t io n , th is  r e s e a rc h  is  d is p la y e d  in  7  c h a p te rs . In  th e  
se c o n d  ch a p te r , a  r e v ie w  o f  th e  e x is t in g  jo b  d e s ig n  a p p ro a c h e s  (Jo b  C h a ra c te r is t ic s  
M o d e l in  p a r t ic u la r )  th a t h a v e  b e e n  in v e s t ig a te d  in  th e  o c c u p a t io n a l p s y c h o lo g y  
l ite r a tu re  is  a ttem p ted ; th is  p ro v id e s  th e  n e c e s s a r y  b a c k g ro u n d  o n  th e  h is to r y  an d  
th e o re t ic a l u n d e rp in n in g  o f  w o rk  d e s ig n  re s e a rc h .
T h e  th ird  c h a p te r  w i l l  d e s c r ib e  a  s tu d y  a im e d  a t e x p lo r in g  a l l  th e  p o s s ib le  jo b  
fe a tu re  in  c o n te m p o ra ry  jo b s  fro m  th e  e m p lo y e e ’ s  p e r sp e c t iv e  u s in g  in te rv ie w s  an d  
co n ten t a n a ly s is .  C h ap te r  fo u r  d e s c r ib e s  th e  s e c o n d  s tu d y  th a t w a s  c o n d u c te d  to  
s tru c tu re  th e  q u a l ita t iv e  d a ta  o b ta in e d  fro m  th e  f ir s t  s tu d y  an d  id e n t if ie s  th e  c r i t ic a l  
jo b  c h a ra c te r is t ic s  u s in g  q u a n t ita t iv e  te c h n iq u e s .
C h ap te r  f iv e  w i l l  b e  d e d ic a te d  to  d e s c r ib in g  a  th e o re t ic a l jo b  d e s ig n  m o d e l u s in g  
th e  c r it ic a l  jo b  c h a ra c te r is t ic s  e x tra c te d  v i a  th e  f ir s t  tw o  s tu d ie s . T h e  s ix th  c h a p te r  w i l l  
d e s c r ib e  a  s tu d y  to  e v a lu a te  th e  m o d e l in  th e  f ie ld .
T h e  la s t  ch a p te r  w i l l  c o n ta in  a  g e n e r a l d is c u s s io n  a s  w e l l  a s  so m e  c o n c lu d in g  
r e m a rk s  in  th e  r e a lm  o f  th e  c h a n g e s  th a t h a v e  ta k e n  p la c e  in  th e  w o rk  c o n tex t. 
A d d it io n a l ly ,  p ro b le m s  an d  lim ita t io n s  o f  th e  c u rre n t r e s e a rc h  w i l l  b e  h ig h lig h te d  an d  
re c o m m e n d a t io n s  fo r  fu r th e r  d ire c t io n s  w i l l  b e  d is c u s se d .
Chapter 1
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Chapter
2  JOB DESIGN APPROACHES: A CRITICAL REVIEW
2.1 INTRODUCTION
Jl d e v e lo p m e n t s  in  w o rk  d e s ig n  th e o r y  h a v e  n o t k e p t p a c e  w ith  th e  c h a n g e s
o ccu iT in g  in  th e  o rg a n is a t io n a l la n d s c a p e . S o m e  r e s e a rc h e rs  h a v e  d is c u s s e d  f la w s  
w ith in  th e  e x is t in g  jo b  d e s ig n  a p p ro ac h e s  th a t th re a te n e d  th e ir  c o m p a t ib il i ty  w ith  th e  
m o d e m  w o rk p la c e  (e .g . P a rk e r  an d  W a l l ,  1 9 9 8 ; K u k  e t a l ,  1 9 9 9 ; H o lm a n  e t a l ,  2 0 0 2 ) .
T h ere fo re , th e  a im  o f  th is  c h a p te r  is  to  p ro v id e  a  c r i t ic a l  r e v ie w  o f  th e  e x is t in g  jo b  
d e s ig n  a p p ro ach e s  th a t h a v e  b e e n  in v e s t ig a t e d  in  w o rk  an d  o rg a n is a t io n a l p s y c h o lo g y  
lite ra tu re . T h is  r e v ie w  w i l l  p ro v id e  an  o v e rv ie w  o f  th e  e x is t in g  jo b  d e s ig n  a p p ro ach e s  
an d  th e  a sp e c ts  th a t sh o u ld  b e  im p ro v e d  to  c a p tu re  th e  d e v e lo p m e n ts  th a t h a v e  
o c c u rre d  in  th e  m o d e m  w o rk p la c e .
T o  p ro v id e  a  clear* p re se n ta t io n , th is  c h a p te r  is  d iv id e d  in to  f iv e  s e c t io n s . In  th e  
f ir s t  s e c t io n , a  h is to r ic a l r e v ie w  o f  jo b  d e s ig n  m e th o d s  is  p re sen te d . F o llo w in g  th a t , a  
g e n e r a l r e v ie w  o f  th e  m a in  jo b  d e s ig n  ap p ro ac h e s  is  p ro v id e d  in  o rd e r  to  id e n t if y  th e  
o v e r la p p in g  co n c e p ts  a s  w e l l  a s  th e  m a in  d if fe re n c e s  b e tw e e n  jo b  d e s ig n  ap p ro ach e s .
In  th e  th ird  s e c tio n , a  c r i t ic a l  r e v ie w  o f  th e  Jo b  C h a ra c te r is t ic s  M o d e l ( J C M ; th e  
m o s t in f lu e n t ia l  m o d e l in  jo b  d e s ig n  p a r a d ig m ) is  u n d e rta k e n . T h is  p ro v id e d  th e  
o p p o rtu n ity  to  s p e c if y  th e  w e a k n e s s e s  o r  c r it ic is m s  o f  th e  m o d e l a t  th e o re t ic a l an d
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p ra c t ic a l le v e ls  an d  h o w  th e se  w e a k n e s s e s  c o u ld  b e  im p ro v e d  to  m e e t  m o d e m  
w o rk p la c e  c h a lle n g e s .
A f te r  m a p p in g  th e  te r r ito ry  o f  jo b  d e s ig n  re s e a rc h , th e  la s t  s e c t io n  is  d e d ic a te d  to  
p re s e n t in g  a  v is io n  o f  h o w  jo b  d e s ig n  r e s e a rc h  sh o u ld  b e  en h an c e d  to  c ap tu re  th e  
d e v e lo p m e n ts  o c c u rr in g  in  th e  2 1 st c e n tu ry .
2.2 JOB DESIGN: THE SOCIAL CONTEXT
In  o rd e r  to  fu lf i l  th e  o rg a n is a t io n ’ s  m is s io n , a  n u m b e r  o f  p e o p le  a re  h ire d  to  do  th e  
w o rk . T h is  m e a n s  th a t th e  w o rk  h a s  to b e  d iv id e d  b e tw e e n  th e  m e m b e rs  o f  th e  
o rg a n isa t io n . E ach  m e m b e r , h o w e v e r , h a s  a  s e t  o f  in s tru c t io n s  ab o u t w h a t  he/she is  
e x p e c te d  to  do . T h e se  in s tru c t io n s  r e fe r  to  ty p e  o f  a c t iv i t y  th a t h a s  to  b e  u n d e rta k e n , 
an d  w h a t  th e  e x p e c te d  r e s u lt s  sh o u ld  b e , a l l  w ith in  th e  p a r t ic u la r  o rg a n is a t io n ’ s 
co n tex t. S u c h  a n  in s tru c t io n  is  c a l le d  a  ‘ t a s k ’ a n d  a  se t o f  in s tru c t io n  c o n st itu te s  a  
‘jo b ’ . Jo b s , th e re fo re , c o n s is ts  o f  a  s e t  o f  t a s k s  th a t a re  lo g ic a l l y  r e la te d  (f ro m  
o rg a n is a t io n a l p e r s p e c t iv e )  fo rm in g  a  c o n s is te n t a n d  co h e ren t id e n t ity , a n d  th a t e a c h  
c a n  b e  a  s ta r t in g  p o in t fo r  a  ( r e )d e s ig n  a c t iv it y .  C o n s id e r  fo r  in s ta n c e , a n  o f f ic e  
e n v iro n m e n t in  w h ic h  th e re  a re  a  n u m b e r  o f  a c t iv it ie s  (e .g . f i l l in g ,  d is tr ib u t in g  m a il ,  
ty p in g  le t te r s ) . T h e se  a c t iv it ie s  a re  th e  ‘ t a s k s ’ an d  th e  ‘jo b ’ th a t c o m p r ise s  th e se  ta sk s  
to g e th e r  c a n  b e  c a l le d  fo r  e x a m p le  th e  ‘ s e c r e ta r y ’ . A c c o rd in g ly , jo b  d e s ig n  is  
c o n c e rn e d  w ith  id e n t if y in g  th e  a r ra n g e m e n ts  n e e d e d  to  o rg a n is e  th e s e  ta sk s  in  su ch  
a w a y  th a t w o u ld  g u a ra n te e  d e l iv e r in g  th e m  e f f e c t iv e ly  w ith o u t n e g a t iv e ly  in f lu e n c in g  
th e  p e r fo rm e r  o r th e  p e o p le  w h o  is  d e a l in g  w ith  h im  o r  h e r  (e .g . th e  p e r fo rm e r  f a m ily ,  
c h ild re n ) .
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T h e  co n cep t o f  jo b  d e s ig n  c a n  b e  tr a c e d  b a c k  to  th e  t im e  o f  th e  In d u s tr ia l 
R e v o lu t io n  th a t e m e rg e d  in  th e  U n ite d  K in g d o m  in  th e  1 7 5 0 s . A t  th a t  t im e , th e  
le a d in g  p r in c ip le  fo r th e  d e s ig n  o f  p ro d u c tio n  s y s te m s  w a s  to  s p lit  u p  th e  w o rk  in to  a s  
m a n y  s im p le  ta sk s  a s  p o s s ib le  a s  a  w a y  o f  e n h a n c in g  p e r fo rm a n c e , r e d u c in g  co s ts , 
an d  b e tte r  c o n tro l o f  p ro d u c tio n  p ro c e s s e s  (A lg e r a , 1 9 9 8 ). T h is  ap p ro ac h  o f  w o rk  
s im p lif ic a t io n  w a s  in f lu e n c e d  b y  th e o re t ic ia n s  a n d  e x p e r t  p ra c t it io n e rs  su c h  a s  A d a m  
S m ith  w h o  p ro m o ted  th e  d iv is io n  o f  la b o u r  o r  b r e a k in g  d o w n  a  c o m p le x  jo b  in to  
s im p le r  o n e s , a s  a  w a y  o f  e n h a n c in g  p e r fo rm a n c e . C h a r le s  B a b b a g e  e x p a n d e d  on  
th e se  id e a s  an d  ad d e d  so m e  a d v a n ta g e s  o f  a p p ly in g  jo b  s im p lif ic a t io n  su c h  a s  le s s  
s k i l le d , an d  h e n c e  c h e a p e r , lab o u r . B y  th e  b e g im i in g  o f  th e  2 0 th c e n tu ry , th e  co n cep t 
o f  jo b  s im p lif ic a t io n  w a s  g iv e n  g re a te r  in te re s t  v i a  H e n ry  F o rd ’ s p r a c t ic a l  ta c t ic s  
ab o u t a s s e m b ly  l in e s  in  h is  s la u g h te rh o u se  an d  c a r  f a c to r ie s ; an d  F re d e r ic k  T a y lo r ’ s 
(1 9 1 1 )  in tro d u c tio n  o f  tu n e  an d  m o tio n  s tu d ie s . T a y lo r is m , s c ie n t if ic  m a n a g e m e n t an d  
w o rk  s im p lif ic a t io n  w e r e  d if fe re n t n a m e s  fo r th e  s a m e  o u tco m e  o f  th e s e  id e a s .
T a y lo r  in tro d u c e d  t im e  an d  m o tio n  s tu d ie s  to  d e te rm in e  th e  b e s t  w o rk  m e th o d s  an d  
w o rk  p a c e  b u t, s a d ly , th e s e  c o n c e p ts  w e r e  e x p lo ite d  an d  u se d  a s  a  m e a n s  to  in c re a s e  
w o rk  p a c e  an d  to  fu r th e r  e ro d e  ta sk s . S o m e  n e g a t iv e  s id e s  e m e rg e d  a s  a  r e a c t io n  to  
jo b  s im p lif ic a t io n  (fo r  o v e rv ie w  s e e  K e l ly ,  1 9 8 2 ) , su c h  a s  w o r k e r s ’ f a t ig u e , b o red o m , 
d is s a t is f a c t io n , n o n -c o m m itm e n t, h ig h  a b s e n te e ism , ta rd in e s s , h ig h  tu rn o v e r , co m m o n  
c a r e le s s n e s s , an d  n o n -c a r in g . T h e se  n e g a t iv e  e f fe c ts  w e r e  so  c le a r  th a t th e  A m e r ic a n  
C o n g re s s  p a s s e d  a  b i l l  in  1 9 1 5 , in  w h ic h  th e  u s e  o f  t im e  re c o rd in g  in s tru m e n ts  fo r th e  
m e a su re m e n t o f  w o rk  p e r fo rm a n c e  w a s  p ro h ib ite d  w ith in  g o v e rn m e n t in s t itu t io n s .
T h e  e a r l ie s t  s u g g e s te d  c o n c e p t to  o v e rc o m e  th e  n e g a t iv e  s id e s  o f  T a y lo r is m  an d  
jo b  s im p lif ic a t io n  w a s  Jo b  R o ta t io n  (m a in ly  in  th e  h u m a n  r e la t io n  m o v e m e n t b y
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M a y o , 1 9 2 4  an d  th e  w e l l  k n o w n  H a w th o rn e  e x p e r im e n ts ) . Jo b  ro ta t io n  in v o lv e s  
w o rk e r s  m o v in g  a t  r e g u la r  in te rv a ls  to  o th e r  w o rk s ta t io n s  to  p e rfo rm  d if fe re n t ta sk s  
e ith e r  o n  a n  o b lig a to r y  o r  a  v o lu n ta r y  b a s is .  P a rk e r  an d  W a l l  (1 9 9 8 )  in d ic a te d  so m e  
b e n e f its  fo r  in d iv id u a ls  in c lu d in g  re d u c e d  b o re d o m  an d  r e l i e f  fro m  r e p e t it iv e  
m o v e m e n ts , a lso  im p ro v e d  jo b  in te re s t . S u p p o rte rs  o f  th is  ap p ro ach  a rg u e d  th a t jo b  
ro ta t io n  w a s  an  e f fe c t iv e  t r a in in g  m e th o d  b e c a u s e  a  w o rk e r  ro ta t in g  th ro u g h  a  n u m b e r  
o f  r e la te d  jo b s  en d s  u p  w ith  a  b ro a d e r  se t o f  jo b  s k i l l s .  T h is  p ro v id e s  th e  o rg a n is a t io n  
w ith  g re a te r  f le x ib i l i t y .  N e v e r th e le s s , th is  m e th o d  d id  n o t s o lv e  th e  p ro b le m  o f  
r e p e t it iv e  jo b s  th a t le a d  to  fa t ig u e  a s  i t  r e s u lte d  in  s im p le  jo b s  th a t c h a n g e  o ften . 
B e s id e s , th is  m e th o d  in v o lv e s  h ig h e r  co s ts  b e c a u s e  w o rk e r s  th en  r e q u ir e  m o re  t r a in in g  
a n d  m o re  t im e  to  p ro d u c e  th e  s a m e  p ro d u c t ( s e e  K e l ly ,  1 9 8 2 ).
Jo b  ro ta t io n  r e m a in e d  th e  d o m in a n t jo b  d e s ig n  te c h n iq u e  u n ti l th e  e n d  o f  S e c o n d  
W o r ld  W a r  (1 9 4 0 's  an d  1 9 5 0 's ) , w h e n  a  n e w  te c h n iq u e  w a s  a p p lie d , i .e .  jo b  
e n la rg e m e n t o r “h o r iz o n ta l jo b  lo a d in g ” . T h is  c o n c e p t m e a n s  an  e x p a n s io n  o f  th e  
w o r k e r ’ s jo b  to  in c lu d e  ta sk s  p r e v io u s ly  p e r fo rm e d  b y  o th e r  w o rk e r s . T y p ic a l ly ,  i t  
in v o lv e s  tw o  o r m o re  d if fe re n t s im p lif ie d  jo b s  to  le n g th e n  th e  w o rk  c y c le  an d  to  
in c re a s e  th e  v a r ie t y  (D a v is  e t a l , 1 9 5 5 ). T h e  r a t io n a le  fo r th e  c h a n g e s  w a s  th a t th e  
in c re a s e d  n u m b e r  o f  ta sk s  c re a te d  g re a te r  v a r ie t y  an d  in te re s t , w ith  a  r e d u c t io n  in  th e  
m o n o to n y  an d  b o red o m  a s so c ia te d  w ith  th e  p re v io u s  n a r ro w ly  d e f in e d  s p e c ia l is e d  
ta sk s . In  so m e  c a s e s  i t  i s  p o s s ib le  to  e n la rg e  th e  s e t  o f  ta sk s  to  su c h  a  d e g re e  th a t an  
e m p lo y e e  c o m p le te s  a  w h o le  jo b  fro m  s ta r t  to  f in ish . C o n s id e r  fo r  a n  in s ta n c e , an  
o f f ic e  e n v iro n m e n t in  w h ic h  e a c h  e m p lo y e e  c a r r ie s  ou t a  p a r t ic u la r  t a s k  (su c h  as  
f i l in g )  fo r  a  r a n g e  o f  c l ie n ts . R e o r g a n is in g  th e  w o rk  so  th a t o n e  e m p lo y e e  c a r r ie s  ou t 
a l l  o f  th e  k e y  ta sk s  ( f i l in g ,  m a i l ,  t y p in g , e tc .)  fo r  a  p a r t ic u la r  c l ie n t  w o u ld  b e  a  g o o d  
e x a m p le  o f  th is  ty p e  o f  w o rk  r e d e s ig n  (P a rk e r  an d  W a l l ,  1 9 9 8 ).
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D a v is  e t a l  (1 9 5 5 )  rep o rted  so m e  p o s i t iv e  e f fe c ts  o f  h o r iz o n ta l jo b  e n la rg e m e n t 
su c h  a s  h ig h e r  p ro d u c t iv it y  le v e ls ,  h ig h e r  le v e l  o f  s a t is fa c t io n  an d  h ig h e r  le v e l o f  
in te re s t  an d  c o m m itm en t. N e v e r th e le s s , th is  ap p ro ac h  d id  n o t do  m u c h  to  re d u c e  
p ro b le m s  o f  b o re d o m , f a t ig u e  a n d  h ig h  c o s ts  a s  th e  w o rk e rs  r e q u ir e  c o n s id e r a b ly  
m o re  t r a in in g  an d  th e  jo b  s t i l l  la c k s  a u to n o m y  an d  a u th o r ity  (H e rz b e rg , 1 9 6 8 ). In  
p ra c t ic e , jo b  e n la rg e m e n t o ften  f a i le d  to  l iv e  up  to  e x p e c ta t io n s  an d  w a s  no  m o re  th an  
a  c o lle c t io n  o f  s im p le  ta sk s . A s  H e rz b e rg  (1 9 6 6 )  n o te d , a d d in g  o n e  M ic k e y  M o u se  jo b  
to  a n o th e r  d o e s  n o t m a k e  i t  a n y  m o re  th a n  tw o  M ic k e y  M o u se  jo b s .
H o w e v e r , th e  d is a p p o in t in g  re s u lt s  a r is in g  fro m  th e  ad o p tio n  o f  jo b  ro ta t io n  an d  
jo b  e n la rg e m e n t in tro d u c e d  a  n e w  te c h n iq u e  c a l l e d  ‘jo b  e n r ic h m e n t’ . T h is  te c h n iq u e  
is  a  m o re  so p h is t ic a te d  ap p ro ac h  to  jo b  d e s ig n  th a t  a l lo w s  a  w o rk e r 's  c o n tro l o v e r  th e  
th in k in g  an d  p la n n in g  o f  a  jo b  to  in c re a s e  h is/her p a r t ic ip a t io n  in  s e tt in g  o rg a n is a t io n  
p o l ic y  (P a rk e r  an d  W a l l ,  1 9 9 8 ). B y  jo b  e n r ic h m e n t o n e  n o rm a lly  m e a n s  a  s c h e m e  
w h e re  th e  e m p lo y e e  is  g iv e n  m o re  r e s p o n s ib i l i t y  fo r  p la n n in g , o rg a n is a t io n  o f  w o rk  
an d  d a i l y  c h e c k in g  o f  p ro d u c tio n .
h i  c o n tra s t to  jo b  e n la rg e m e n t , th is  ty p e  o f  s c h e m e  m a in ly  c o n c e rn s  a  v e r t ic a l  
t r a n s fe r  o f  ta sk s  o r  v e r t ic a l  e x p a n s io n  o f  jo b s . V e r t ic a l  m e a n s  th a t ta sk s  fro m  jo b s  a t 
v a r io u s  le v e ls  in  a  c o n v e n tio n a l h ie r a r c h y  o f  c o m m a n d , s u p e rv is io n  an d  r e s p o n s ib il i ty  
a re  c o m b in ed , so  th a t th e  n e w  jo b s  c o n ta in  e le m e n ts  o f  w o rk  fro m  d if fe r e n t  le v e ls . A s  
e x p la in e d  b y  B a i l e y  (1 9 8 3 ) , v e r t ic a l  in te g ra t io n  m e a n s  Te m p l o y e e s  m a y  b e  i n v o l v e d  in  
t h e  p l a n n i n g  a n d  o r g a n i s a t i o n  o f  t h e i r  w o r k ;  f o r  c h e c l d n g  a n d  q u a l i t y  c o n t r o l ,  o r  f o r  
a u x i l i a r y  t a s k s  s u c h  a s  r e c o r d  k e e p i n g  a n d  s u p p l y  o f  m a t e r i a l s  o r  c e r t a i n  a s p e c t s  o r  
r o u t i n e  m a i n t e n a n c e ” ( p  1 3 ). T h e  au th o r a d d e d  th a t  th e  a im  an d  e f fe c t  o f  th is  ty p e  o f  
d e s ig n  is  to  e n h a n c e  th e  m o t iv a t io n a l co n ten t o f  th e  jo b s  in  te rm s  o f  in c re a s e d
Chapter 2
18
a u to n o m y , d e c is io n  m a k in g , r e s p o n s ib il i ty ,  r e c o g n it io n  an d  in d iv id u a l  d e v e lo p m e n t. 
H o w e v e r , v e r t ic a l  jo b  e n r ic h m e n t d o e s  h a v e  im p lic a t io n s  in  te rm s  o f  o rg a n isa t io n , 
s in c e  i t  g iv e s  e m p lo y e e s  g r e a te r  in v o lv e m e n t in  m a k in g  d e c is io n s  th a t h a v e  
t r a d it io n a l ly  b e e n  th e  r e s p o n s ib il i t y  o f  m a n a g e m e n t o r  s p e c ia l is t  fu n c t io n s .
T h e  e v o lv e m e n t o f  jo b  e n r ic h m e n t c o n cep ts  p ro d u ced  m a n y  th e o re t ic a l 
f ra m e w o rk s  th a t b e c a m e  th e  m o s t in f lu e n t ia l  r e v o lu t io n  in  th e  jo b  d e s ig n  fra m e w o rk . 
O ne o f  th e  k e y  co n c e p ts  th a t e m e rg e d  fro m  jo b  en r ich m en t i s  w h a t  is  c a l le d  jo b  
c h a ra c te r is t ic s  ap p ro ac h e s . T h is  d o m a in  d e a ls  w ith  id e n t if y in g  th e  co re  jo b  
c h a ra c te r is t ic s  re sp o n s ib le  fo r  im p ro v in g  w o rk  q u a l i t y .  A  k e y  jo b  c h a ra c te r is t ic  th a t 
c a n  b e  fo u n d  in  m o st lite r a tu re  i s  th e  d e g re e  o f  a u to n o m y  th a t e m p lo y e e s  h a v e  o v e r  
th e ir  w o rk  ta sk s  in c lu d in g  w h e n  ta sk s  a r e  p e r fo rm e d , th e  m e th o d s  u s e d , w h e re  an d  b y  
w h o m  ( B a i l ly ,  1 9 8 3 ). A d d it io n a l c h a ra c te r is t ic s  o f  w o rk  d e s ig n  in c lu d e  fo r  e x a m p le , 
th e  v a r ie t y  o f  ta sk s  an d  th e  fe e d b a c k  e m p lo y e e s  r e c e iv e  fro m  th e ir  ta s k s  (H a c k m a n  
an d  O ld h am , 1 9 7 6 ) an d  th e  o p p o rtu n ity  fo r  s o c ia l  c o n ta c t (K a ra s e k  a n d  T h eo re ll, 
1 9 9 0 ).
M a n y  jo b  d e s ig n  a p p ro ac h e s  h a v e  e v o lv e d  fro m  ad o p tin g  th e  jo b  en r ich m en t 
f ra m e w o rk . T h e  n e x t  s e c t io n  d is c u s s e s  so m e  o f  th e  m o st in f lu e n t ia l  a p p ro ac h e s  fo u n d  
in  jo b  d e s ig n  lite r a tu re .
2.3 JOB DESIGN APPROACHES: THE JOB CHARACTERISTICS
PERSPECTIVE
T h e  1 9 5 0 ’ s to  th e  en d  o f  th e  1 9 8 0 ’ s  w itn e s s e d  m a jo r  th e o re t ic a l d e v e lo p m e n ts  in  
th e  f ie ld  o f  jo b  c h a ra c te r is t ic s  e n r ic h m e n t th a t in c re a s e d  th e  e m p lo y e e ’ s  m o tiv a t io n
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an d  s a t is fa c t io n . T h e  r e v ie w  d is t in g u is h e s  fo u r  m a in  a p p ro ach es  o r  m o d e ls  th a t w e re  
d e v e lo p e d  s p e c i f ic a l ly  to  r e d e s ig n  jo b s . T h e se  th e o r ie s  a r e 1: th e  h y g ie n e -m o t iv a t io n  
th e o ry  (H M T ; H e rz b e rg  e t  a l ,  1 9 5 9 ) ; th e  jo b  c h a ra c te r is t ic s  m o d e l ( J C M ; H a c k m a n  &  
O ld h am , 1 9 7 6 ) ; th e  s o c io - te c h n ic a l (S T )  a p p ro a c h  ( e .g . ,  C h e m s , 1 9 7 6 ) ; a n d  th e  a c t io n  
th e o ry  (A T ) a p p ro ach  (H a c k e r , 1 9 8 6 ) .
T h e  r e v ie w  a lso  d is t in g u is h e s  o th e r th e o r ie s  o r  m o d e ls  th a t w e r e  n o t d e v e lo p e d  a s  
jo b  d e s ig n  ap p ro ac h e s  b u t h a v e  im p o rta n t im p lic a t io n s  fo r  jo b  e n r ic h m e n t o r  jo b  
re d e s ig n  in te rv e n tio n . T h e s e  th e o r ie s  a re : th e  M ic h ig a n  o rg a n iz a t io n  s tre s s  (M O S ) 
m o d e l (C h a p le n  e t a l ,  1 9 7 2 ) ; th e  jo b  d e m a n d s-c o n tro l m o d e l (D C ; K a ra s e k , 1 9 7 9 ) ; th e  
e f fo r t-re w a rd  im b a la n c e  (E R I) m o d e l ( S ie g r is t ,  1 9 9 6 ) ; an d  th e  v i t a m in  m o d e l (V M ; 
W a r r , 1 9 8 7 ; 2 0 0 2 a ) .
T h ese  a p p ro ac h e s  s te m  fro m  v a r io u s  p s y c h o lo g ic a l  s c h o o ls  an d  r e s e a r c h  tr ad it io n s . 
In  g e n e r a l , th e y  a l l  s te m  fro m  th e  ‘jo b  e n r ic h m e n t’ ap p ro ach  th a t e m e rg e d  as  a  
r e a c t io n  to  th e  d is a p p o in t in g  r e s u lt s  a r is in g  fro m  th e  ad o p tio n  o f  jo b  ro ta t io n  an d  jo b  
e n la rg e m e n t p r in c ip le s . T h e se , in  tu rn , w e r e  s u g g e s te d  a s  a  so lu t io n  fo r T a y lo r is t  
p r in c ip le s  o f  w o rk  s im p lif ic a t io n  th a t  c a u s e  p h y s ic a l  an d  p s y c h o lo g ic a l  p ro b le m s  fo r 
w o rk e r s  (K e l ly ,  1 9 8 2 ).
R e g a r d in g  in d iv id u a l jo b s , th e  f ir s t  m a jo r  th e o ry  w a s  th a t o f  H e rz b e rg  an d  
c o lle a g u e s  (H e rz b e rg  e t a l , 1 9 5 9 ) . In  th is  th e o ry  th e  au th o rs  c la im e d  th a t c e r ta in  
a sp e c ts  in  th e  jo b  a re  im p o rta n t fo r im p ro v in g  w o rk  m o tiv a tio n . B y  in te rv ie w in g  a  
s a m p le  o f  e n g in e e rs  an d  a c c o u n ta n ts , th e  au th o rs  e x tra c te d  tw o  d is t in c t  l is t s  o f  fac to rs . 
O ne s e t  o f  fa c to rs  c a u s e d  h a p p y  f e e l in g s  o r  a  g o o d  a tt itu d e  w ith in  th e  w o rk e r , an d
1 Besides these theories, there have been some attempts to conceptualise other job enrichment 
approaches. In general, these attempts are less influential and stopped at the initial levels. Some of 
these include social information processing theory (Salanick & Preffer, 1978) and the multi­
disciplinary approach o f Campion and colleagues (e.g. Campion and McClelland, 1993).
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th e se  fa c to rs , 011 th e  w h o le , w e r e  ta s k - r e la te d  ( i .e .  r e c o g n it io n , a c h ie v e m e n t , 
p o s s ib i l i t y  o f  g ro w th , a d v a n c e m e n t, r e s p o n s ib il i t y ) .  T h e  o th e r  g ro u p  w a s  th e  h y g ie n e  
v a r ia b le s . T h e s e  v a r ia b le s  p r im a r i ly  e m e rg e d  w h e n  f e e l in g s  o f  u n h a p p in e s s  o r  b a d  
a t t itu d e  w e r e  e v id e n t , a n d  th e s e  fa c to rs , H e rz b e rg  c la im e d , w e re  n o t d ir e c t ly  r e la te d  to  
th e  jo b  it s e lf , b u t to  th e  co n d it io n s  th a t  su r ro u n d e d  th e  jo b  ( i .e .  s a la r y ;  in te rp e rso n a l 
r e la t io n s  -  su p e rv iso r , in te rp e r so n a l r e la t io n s  -  su b o rd in a te s , in t e ip e r so n a l r e la t io n s  -  
p e e r s , s u p e rv is io n  -  te c h n ic a l , c o m p a n y  p o l ic y  an d  a d m in is tra t io n , w o rk in g  
c o n d it io n s , fa c to rs  in  p e r s o n a l l i f e ,  s ta tu s , a n d  jo b  s e c u r ity ) . A lth o u g h  th e  th e o ry  w a s  
in f lu e n t ia l  fo r  a  d e c a d e , th e  h y g ie n e -m o t iv a t io n  th e o ry  lo s t  su p p o rt a s  e m p ir ic a l 
e v id e n c e  f a i le d  to  c o n f irm  its  b a s ic  p re m is e . T h e  th e o ry  h o w e v e r , sp u rre d  th e  id e a  o f  
jo b  e n r ic h m e n t (P a rk e r  an d  W a l l ,  1 9 9 8 ) .
T h e  h y g ie n e -m o t iv a t io n  th e o ry  w a s  s u p e rse d e d  b y  H a c k m a n  an d  O ld h a m ’ s (1 9 7 6 )  
Jo b  C h a ra c te r is t ic s  M o d e l ( J C M ) . A s  w i l l  b e  e x p la in e d  la te r  in  d e ta i l ,  th e  au th o rs  
id e n t if ie d  f iv e  jo b  c h a ra c te r is t ic s  c r i t ic a l  to  e m p lo y e e s ’ m o tiv a t io n , s a t is f a c t io n  an d  
p e r fo rm a n c e . T h e se  c h a ra c te r is t ic s  a re : s k i l l  v a r ie t y ,  t a s k  id e n t ity , t a s k  s ig n if ic a n c e , 
au to n o m y , an d  fe e d b a c k . A lth o u g h  th is  th e o ry  is  in s p ir in g  th e  e m p ir ic a l r e s e a rc h  in  
jo b  d e s ig n  to  th is  d a y , m a n y  c r it ic is m s  w e re  p o se d  (s e e  th e  n e x t  se c t io n ) e s p e c ia l ly  to  
th e  o r ig in  o f  th e s e  c h a ra c te r is t ic s  ( i .e .  w h y  th e s e  f iv e  c h a ra c te r is t ic s  in  p a r t ic u la r )  an d  
th e  fa c t  th a t th e y  h a v e  n o t a lw a y s  b e e n  fo im d  to  b e  s e p a ra b le  a sp e c ts  o f  jo b s  (C ro d e ry  
an d  S e v a s to s , 1 9 9 3 ).
A n o th e r  m a jo r  th e o re t ic a l p e r s p e c t iv e  d e r iv e s  fro m  th e  S o c io -T e c h n ic a l S y s te m  
A p p ro a c h , w h ic h  o r ig in a te d  a t  th e  T a v is to c k  In s t itu te  o f  H u m an  R e la t io n s  in  L o n d o n  
d u r in g  th e  1 9 5 0 ’ s  (F o r  o v e rv ie w  s e e  M il le r ,  1 9 9 9 ) . T h e  m a in  th e m e  o f  th is  ap p ro ach  
d is t in g u is h e s  b e tw e e n  s o c ia l  an d  te c h n ic a l s u b sy s te m s  in  a n  o rg a n isa t io n , an d  so , b o th
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d e s ig n in g  jo b s  an d  s e le c t in g  m e th o d s  n e e d  to  b e  a d d re s se d  s im u lta n e o u s ly . T h is  
a p p ro ach  a s su m e s  th a t d e v o lv in g  c o n tro l to  w o rk  g ro u p s  w i l l  e n a b le  th e  ‘jo in t  
o p t im is a t io n ’ o f  b o th  th e  te c h n o lo g ic a l an d  s o c ia l  a sp e c t  o f  w o rk . A  s u c c e s s fu l ‘jo in t  
o p t im is a t io n ’ w i l l  r e f le c t  o n  e m p lo y e e ’ s p ro d u c t iv it y , s a t is f a c t io n  an d  m e n ta l h e a lth . 
T h e  th e o ry  is  fam o u s  fo r  d e v e lo p in g  d e s ig n  s y s te m s  fo r  g ro u p s  (e .g . s e lf-a u to n o m o u s  
w o rk  g ro u p s ; C h e m s , 1 9 7 6 ). In  te rm s  o f  jo b  c h a ra c te r is t ic s , th e  fe a tu re s  fo r  te a m  
w o rk  p a r a l le le d  th o se  o f  th e  Jo b  C h a ra c te r is t ic s  M o d e l su ch  a s : a  r e a s o n a b le  le v e l  o f  
d e m a n d s , o p p o rtu n it ie s  fo r  le a rn in g , a n  a r e a  o f  d e c is io n -m a k in g  o w n e d  b y  th e  
o p e ra to r , an d  p e r fo rm a n c e  fe e d b a c k  (H o lm a n , C le g g , an d  W a te rso n , 2 0 0 2 ) .
W h ile  th e  jo b  c h a ra c te r is t ic s  m o d e l an d  th e  s o c io - te c h n ic a l th e o ry  in f lu e n c e d  th e  
jo b  d e s ig n  p r a c t ic e s  in  th e  U S  a n d  UIC, an o th e r  th e o ry  w a s  in f lu e n t ia l  in  G e rm an y  
k n o w n  a s  th e  A c t io n  T h e o ry  (H a c k e r , 1 9 8 6 ) . T h is  th e o ry  w a s  d e v e lo p e d  b a s ic a l ly  to  
h e lp  e n g in e e rs  to  d e s ig n  in d iv id u a l  jo b s . O ne o f  th e  b a s ic  co n cep ts  in  th is  th e o ry  is  
th a t w o rk  a c t iv it ie s  a r e  c o g n it iv e ly  r e g u la t e d  a t  th re e  le v e ls :  in te l le c tu a l  ta sk s  (e .g . 
in fo rm a tio n  p ro c e s s in g , c o m p le x  a n a ly s e s , p ro b le m  s o lv in g ) , ro le s  ( e .g . r e a d y -m a d e  
a c t io n  p ro g ra m m e s , r a le  b a s e d )  an d  th e  s e n so ry -m o to r  ta sk s  (e .g . s im p le  m o v e m e n ts , 
a u to m a tic  a c t io n s ) . A n o th e r  p r in c ip le  is  th a t  jo b s  sh o u ld  b e  b a la n c e d  b e tw e e n  th e se  
th re e  le v e ls .  T h e re fo re , jo b s  th a t c o n ta in e d  o n e  o f  th e se  le v e ls  (e .g . s e n so ry -m o to r  
le v e l  w h ic h  re p re sen t m o n o to n o u s  jo b s  su c h  a s  a s s e m b ly  p ro d u c tio n  l in e s )  w o u ld  b e  
c o n s id e re d  lo w  q u a l i t y  jo b s  th a t c a u s e  b o re d o m . S im i la r ly ,  jo b s  th a t c o n ta in  ta sk s  
o n ly  a t th e  in te l le c tu a l le v e l  a re  c o n s id e re d  to  b e  s tre s s fu l jo b s  an d  m a y  c a u s e  
e x h a u s t io n . In  te rm s  o f  jo b  c h a ra c te r is t ic s  th e  th e o ry  p ro m o ted  so m e  jo b  
c h a ra c te r is t ic s  im p o rtan t fo r  im p ro v in g  w o rk  q u a l i t y  su c h  a s  c o n tro lla b i l i t y , c o m p le te  
ta s k s , h e a lth y  p h y s ic a l  e n v iro n m e n t, f e e d b a c k , t a s k  c o m p le x ity , s o c ia l  in te ra c t io n , an d  
tr a in in g  an d  d e v e lo p m e n t (F re se  an d  Z ap f , 1 9 9 4 ) . In  g e n e ra l , A c t io n  T h e o ry  s e e m s  to
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h a v e  th e  r ig h t  p a c k a g e  fo r  b e tte r  jo b  e n r ic h m e n t , b u t o n  th e  o th e r h a n d  th e  th e o ry  is  
s t i l l  v e r y  th e o re t ic a l an d  it s  co n c e p ts  h a v e  n o t b e e n  f u l l y  te s te d  e m p ir ic a l ly . 
A c c o rd in g  to  F re s e  an d  Z a p f  (1 9 9 4  p 8 6 ) , ‘A c t i o n  t h e o r y  h a s  n o t  b e e n  c l e a r l y  d e f i n e d  
o r  a s  w e l l  t e s t e d  a s  s o m e  c o g n i t i v e  t h e o r i e s .  A t t i m e s  a c t i o n  t h e o r i s t s  s e e m  t o  h a v e  
b e e n  c o n t e n t  w i t h  b e i n g  a b l e  t o  u s e  a  c o n c e p t  in  t h e  f i e l d  r a t h e r  t h a n  t o  v e r i f y  i t  
i n d e p e n d e n t l y ’.
T h e  r e m a in in g  th e o r ie s  a r e  n o t jo b  d e s ig n  th e o r ie s  (m a in ly  m e n ta l h e a lth  an d  
w e l lb e in g  th e o r ie s )  b u t th e y  h a v e  im p o rta n t im p lic a t io n s  fo r jo b  d e s ig n  a s  th e y  h a v e  
id e n t if ie d  a  n u m b e r  o f  jo b  c h a ra c te r is t ic s  im p o rta n t fo r  m e n ta l h e a lth  an d  th e re fo re , 
fo r  d ia g n o s in g  th e  q u a l i t y  o f  jo b s . T h e  f ir s t  ap p ro a c h  is  th e  M ic h ig a n  o rg a n is a t io n a l 
s tre s s  m o d e l in  w h ic h  th e  d e v e lo p e rs  id e n t if ie d  so m e  c h a ra c te r is t ic s  re sp o n s ib le  fo r 
w o rk  s tre s s . S o m e  o f  th e  p ro m o te d  jo b  c h a ra c te r is t ic s  in c lu d e  o c c u p a t io n a l ro le s , 
d e m a n d s , r e s p o n s ib il i ty , jo b  s u p p lie s , r o le  a m b ig u ity  an d  s o c ia l in te ra c t io n . A n o th e r  
ap p ro ac h  is  th e  d e m an d -c o n tro l m o d e l o f  s tr a in  (K a ra s e k , 1 9 7 9 ) . T h e  m o d e l h a s  
p ro m o te d  tw o  c h a ra c te r is t ic s : jo b  co n tro l an d  jo b  d e m an d s  an d  in d ic a te d  th a t th e  h ig h  
q u a l i t y  jo b s  a re  th o se  h a v in g  h ig h  d e m an d s  an d  h ig h  co n tro l. In  fu r th e r  e x te n s io n s , 
s o c ia l  su p p o rt w a s  ad d e d  a s  a  th ird  d im e n s io n  in  th e  m o d e l (K a r a s e k  a n d  T h e o re ll, 
1 9 9 0 ) . S im i la r ly ,  th e  e f fo r t-re w a rd  im b a la n c e  m o d e l (S ie g r is t ,  1 9 9 6 ) h a s  p ro m o ted  
tw o  fa c to rs  im p o rtan t fo r  w o rk  q u a l i t y  an d  m e n ta l h e a lth  an d  in d ic a te d  th a t q u a l i t y  
jo b s  a re  th o se  h a v in g  b a la n c e  b e tw e e n  th e  e m p lo y e e s  e ffo rts  (w o rk  d e m a n d s ) an d  th e  
r e w a rd s  o f fe re d  b y  th e ir  e m p lo y in g  o rg a n is a t io n  (p a y m e n t, c a r e e r  o p p o rtu n it ie s , 
r e c o g n it io n  a n d  jo b  s e c u r ity ) . T h e  la te s t  d e v e lo p m e n t in  th is  a r e a  is  p ro v id e d  b y  W an* 
(1 9 8 7 , 2 0 0 2 a )  in  th e  V it a m in  m o d e l. W a r r  (2 0 0 2 a )  in d ic a te d  th a t h e a lth y  jo b s  sh o u ld  
h a v e  10  c h a ra c te r is t ic s  n a m e ly : o p p o rtu n ity  fo r  p e rso n n e l c o n tro l; o p p o rtu n ity  fo r 
s k i l l  u s e ; e x te r n a l ly  g e n e ra te d  g o a ls ;  v a r ie t y ;  o p p o rtu n ity  fo r  in te ip e r so n a l co n ta c t ;
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e n v iro n m e n ta l c la r i t y ;  a v a i la b i l i t y  o f  m o n e y ; p h y s ic a l  s e c u r it y ;  su p p o rt iv e  
s u p e rv is io n ; an d  v a lu e d  s o c ia l  p o s it io n . W an* id e n t if ie d  th e se  c h a r a c te r is t ic s  b a s e d  on  
an  in te n s iv e  lite ra tu re  r e v ie w  (W an*, 2 0 0 2 a ) . W a r r ’ s  V ita m in  m o d e l c h a lle n g e s  th e  
p o p u la r  b e l i e f  o f  th is  l in e a r  r e la t io n sh ip  b e tw e e n  jo b  c h a ra c te r is t ic s  an d  m e n ta l h e a lth  
o u tc o m e s  in c lu d in g  e m p lo y e e  w e l lb e in g . In s te a d  th e  V ita m in  m o d e l s t ip u la te s  
c u r v il in e a r  r e la t io n sh ip s  b e tw e e n  so m e  jo b  c h a ra c te r is t ic s  (e .g . c o n tro l, d e m a n d  an d  
s o c ia l  in te ra c t io n ) an d  f e e l in g  o f  s tre s s , a n x ie t y  an d  d e p re s s io n  (W a r r , 1 9 8 7 ). A s  
e x p la in e d  in  C h ap te r  1, th e  l i s t  o f  jo b  c h a r a c te r is t ic s  p ro m o ted  b y  th is  m o d e l c a n  b e  
d e s c r ib e d  a s  c o m p re h e n s iv e  b e c a u s e  i t  c o n ta in s  a l l  th e  c h a ra c te r is t ic s  p ro m o te d  b y  
o th e r  th e o r ie s . H o w e v e r , n o  s tu d y  h a s  a ttem p ted  to  te s t  th e  f u l l  l i s t  in  th e  f ie ld . 
A lth o u g h  th e se  th e o r ie s  w e r e  n o t d e v e lo p e d  a s  jo b  d e s ig n  th e o r ie s  (m a in ly  a s  m e n ta l 
h e a lth  ap p ro a c h e s ) th e y , n e v e r th e le s s , in f lu e n c e  jo b  d e s ig n  r e s e a rc h  e s p e c ia l ly  th e  
d e m an d -c o n tro l m o d e l o f  s tra in .
A lth o u g h  th e  ab o v e  e ig h t  ap p ro a c h e s  s te m  fro m  d if fe re n t th e o re t ic a l p e r sp e c t iv e s , 
th e re  a re  r e m a rk a b le  o v e r la p s  b e tw e e n  th e m  w h e n  i t  c o m es  to  id e n t if y in g  ‘ c r i t ic a l  jo b  
c h a r a c te r is t ic s ’ ( i .e .  f a c to rs  in  th e  w o rk  e n v iro n m e n t a f fe c t in g  p e r fo rm e r  a tt itu d e s  o r 
b e h a v io u rs ) . T a b le  2 .1  p re s e n ts  a  c o m p a r iso n  o f  th e  m a in  jo b  d e s ig n  a p p ro ach es  (o r  
th o se  h a v in g  im p lic a t io n s  fo r jo b  e n r ic h m e n t) in  te rm s  o f  (a )  th e  o v e r la p p in g  jo b  
c h a ra c te r is t ic s  th a t th e y  ad o p ted  o r  p ro m o ted , (b )  w h e th e r  th e y  in c lu d e d  m e c h a n ism s  
o r n o t, ( c )  th e  p re d ic te d  o u tc o m e s , an d  (d ) w h e th e r  th e y  h a d  a  d e ta i le d  jo b  r e d e s ig n  
th e o ry  o r  n o t.
T a b le  2 .1  i l lu s t r a te s  th a t th e  m o s t p ro m in e n t jo b  fe a tu re s  th a t o v e r la p p e d  th e  e ig h t  
a p p ro ac h e s  a re  ‘v a r ie t y ’ an d  ‘ a u to n o m y ’ . S ix  o u t o f  e ig h t  th e o r ie s  (n o t in  H M T  an d  
E R I) h a d  m a rk e d  th e s e  fe a tu re s  a s  im p o rta n t a sp e c ts  to  a n y  jo b . A n o th e r  fe a tu re
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o v e r la p p in g  b e tw e e n  th e o r ie s  is  ‘ Jo b  d e m a n d s ’ ( s ix  o u t o f  e ig h t  th e o r ie s , n o t in  H M T  
an d  JC M ) . O th er c h a ra c te r is t ic s  a re : r e c o g n it io n  (o r  s t ro n g ly  r e la te d  co n c e p ts , e .g . ,  
v a lu a b le  m e m b e r , s ig n if ic a n t  jo b )  w h ic h  ap p e a rs  in  s ix  th e o r ie s  (n o t in  D C  &  S T ) ; 
‘ s o c ia l  c o n ta c t ’ i s  in c lu d e d  in  s ix  th e o r ie s  (n o t in  J C M  &  E R I), ‘ le a r n in g  an d  
d e v e lo p m e n t’ in  fo u r , a n d  ‘ f e e d b a c k ’ in  fo u r.
O ther le s s  c o m m o n  v a r ia b le s  in c lu d e  f in a n c ia l r e w a rd s , p h y s ic a l  e n v iro n m e n t, jo b  
s e c u r ity  an d  ro le  a m b ig u ity . H o w e v e r , a s  c a n  b e  s e e n  fro m  th e  ta b le , n o n e  o f  th e se  
ap p ro ac h e s  ad o p ted  o r  p ro m o te d  th e  f u l l  l i s t  o f  th e s e  c h a ra c te r is t ic s  an d  n o  a p p ro ach  
w a s  s u c c e s s fu l in  g ro u p in g  th e m  in  a  s in g le  m o d e l.
A n o th e r  co m m o n  p o in t i s  th a t  th e  id e n t if ic a t io n  p ro c e ss  o f  m o s t o f  th e s e  th e o r ie s  is  
n o t ju s t i f ie d  e m p ir ic a l ly .  A s  e x p la in e d  in  C h a p te r  1 , a  co m m o n  fe a tu re  to  a l l  th e se  
ap p ro ac h e s  is  th a t  n o n e  o f  th em  a d d re s se d  th e  e m p lo y e e s ’ o p in io n s  o r  a ttitu d e s  
to w a rd s  w h a t  c a n  b e  c o n s id e re d  th e  c r it ic a l  jo b  c h a ra c te r is t ic s  in  d ia g n o s in g  w o rk  
q u a l i t y  (a p a r t  o f  th e  h y g ie n e -m o t iv a t io n  th e o ry ) . T h e re fo re , th e s e  c h a ra c te r is e s  c a n  b e  
d e s c r ib e d  a s  r e f le c t in g  r e s e a r c h e r s ’ b a c k g ro u n d  r a th e r  th a n  e m p lo y e e s ’ o p in io n  o f  th e  
c r i t ic a l  a sp e c ts  o f  th e  jo b s .
A  f in a l  p o in t is  th a t m o st jo b  d e s ig n  th e o r ie s  h a v e  fo c u se d  o n  th e  co n ten t o f  th e  
jo b , an d  s e e m  to  h a v e  n e g le c te d  th e  c o n te x t o f  th e  jo b . H o w e v e r , th e  a u th o r  b e lie v e s  
th a t c o n te x tu a l fa c to rs  a lso  a f fe c t  th e  e m p lo y e e ’ s w e l lb e in g  a s  w e l l  a s  th e  le v e l  o f  
p e r fo rm a n c e  an d  sh o u ld  th e re fo re , b e  a lso  ta k e n  in to  ac co u n t. C o n te x tu a l fa c to rs  c a n  
in c lu d e  th e  p h y s ic a l  an d  s o c ia l  e n v iro n m e n t, th e  re w a rd  s y s te m  o f  th e  o rg a n is a t io n , 
w o rk in g  t im e s , an d  fa c to rs  th a t m a y  a f fe c t  th e  w o rk -h o m e  b a la n c e  o f  th e  w o rk e r .
T u rn e r  an d  L a w re n c e  (1 9 6 5 )  s u g g e s te d  th a t  t a s k  c h a ra c te r is t ic s  a re  im p o rtan t an d  
h a v e  a  d ire c t  im p a c t  o n  p e rfo rm a n c e . H e rz b e rg  (1 9 5 9 )  h a d  a lr e a d y  r e fe r re d  to  th e
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‘h y g ie n e ’ f a c to rs , w h ic h  w e r e  a c t u a l ly  th e  c o n te x tu a l fa c to rs , w h ic h  a f fe c t  th e  
e m p lo y e e s ’ le v e l  o f  w e l lb e in g . It m a y  b e  u s e fu l to  m a k e  a  d is t in c t io n  b e tw e e n  th e se  
fa c to rs , b u t i t  a lso  c le a r  th a t b o th  a sp e c ts  a re  c o m p le m e n ta ry  a s  f a r  a s  th e  q u a l i t y  o f  a  
jo b  is  co n ce rn ed . W a r r  (2 0 0 2 a )  h a s  m e n tio n e d  s tu d ie s  th a t p ro v id e  e m p ir ic a l e v id e n c e  
th a t b o th  a sp e c ts  ( t a s k  c h a ra c te r is t ic s  an d  c o n te x t c h a ra c te r is t ic s )  w o r k  to g e th e r  in  
a f fe c t in g  p e r fo rm a n c e  an d  w e l lb e in g . T h is  m e a n s  a n  a d e q u a te  jo b  d e s ig n  th e o ry  n e e d s  
to in c lu d e  b o th  a sp e c ts .
In  c o n c lu s io n , th e  c o m p a r iso n  b e tw e e n  th e s e  th e o r ie s  in d ic a te d  th a t , in  g e n e ra l, 
th e y  p ro m o ted  c h a ra c te r is t ic s  th a t w e r e  o r ie n te d  to  e n r ic h in g  th e  jo b  c o n ten t ( ta s k s )  
a n d  n e g le c te d  th e  jo b  c o n te x t fa c to rs . B e s id e s , e a c h  o f  th e se  th e o r ie s  p ro m o ted  
p a r t ic u la r  jo b  a sp e c ts  an d  n e g le c te d  o th e rs . T h e  o n ly  a p p ro ach  th a t c a n  b e  d e sc r ib e d  
a s  h a v in g  a  c o m p re h e n s iv e  jo b  c h a r a c te r is t ic s  l i s t  i s  th e  V ita m in  M o d e l b e c a u s e  it  
c o n ta in e d  a l l  th e  v a r ia b le s  p ro m o te d  b y  o th e r  th e o r ie s . U n fo r tu n a te ly , th is  m o d e l 
la c k s  e m p ir ic a l e v id e n c e  an d  n o  s tu d y  h a s  a tte m p te d  to  c o n f irm  th e  s tru c tu ra l 
d im e n s io n a lity  o f  th e  m o d e l to  in d ic a te  w h e th e r  th e y  a re  s e p a ra b le  a sp e c ts  o f  th e  jo b  
o r  so m e  o f  th e m  m a y  b e  m e rg e d  to g e th e r  (e .g . fa c to r  a n a ly s is ) .
A lth o u g h  a l l  th e  a b o v e  jo b  d e s ig n  a p p ro a c h e s  a re  im p o rtan t , th is  s tu d y  w i l l  
c r i t ic a l ly  r e v ie w  th e  Jo b  C h a ra c te r is t ic s  M o d e l ( J C M ) in  p a r t ic u la r  b e c a u s e  (a )  i t  w a s  
th e  o n ly  m o d e l e x p l ic i t l y  d e v e lo p e d  a s  a  jo b  d e s ig n  m o d e l d u r in g  th e  7 0 s  an d  is  s t i l l  
c o n s id e re d  th e  m o st w id e ly  r e c o g n is e d  a p p ro a c h  in  jo b  d e s ig n  r e s e a rc h  (P a rk e r  an d  
W a l l ,  1 9 9 8 ; O ld h am , 1 9 9 6 ) ; (b )  th e  m o d e l a t ta in e d  h u n d red s  o f  s tu d ie s  th a t w e r e  
c o n d u c te d  a ro u n d  it s  p r in c ip le s  an d  o ffe re d  a  d e ta i le d  th e o re t ic a l f r a m e w o rk  a s  w e l l  
a s  r e d e s ig n  in te rv e n t io n  te c h n iq u e s . T h is  a v a i la b i l i t y  o f  l it e r a tu re  a l lo w s  a  d e e p e r  
a n a ly s is  a n d  th e re fo re  m o re  s ig n if ic a n t  c o n c lu s io n s .
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2.4 JOB CHARACTERISTICS MODEL (JCM)
T h is  m o d e l w a s  d e v e lo p e d  b y  H a c k m a n  &  O ld h am  (1 9 7 6 ) , an d  s in c e  its  e a r ly  
d e v e lo p m e n t h a s  b e c o m e  th e  p r im a r y  ap p ro a c h  in  n u m ero u s  jo b  r e d e s ig n s . T h e  m o d e l 
is  c o n s id e re d  o n e  o f  th e  m o st w id e ly  e x a m in e d  a p p ro ach e s  an d  h u n d re d s  o f  r e s e a rc h  
an d  l ite r a tu re  r e v ie w s  w e r e  c o n d u c te d  a ro u n d  it s  a s su m p tio n s  (e .g . F r ie d  &  F e r r is , 
1 9 8 7 ; L o h e r  e t a l . ,  1 9 8 5 ; T a b e r  &  T a y lo r , 1 9 9 0 ; B e h so n  e t a l ,  2 0 0 0 ) .
H a c k m a n  an d  O ld h am  (1 9 7 6 )  p ro p o se  th a t e m p lo y e e s ’ m o tiv a t io n , s a t is f a c t io n  an d  
p e r fo rm a n c e  a re  d e p e n d a n t o n  f iv e  co re  d im e n s io n s  (s e e  f ig u re  1 ):
•  S k il l  V a r i e t y :  T h e  d e g re e  to  w h ic h  a  jo b  re q u ire s  a  v a r ie t y  o f  d if fe re n t 
a c t iv it ie s  so  th e  w o rk e r  c a n  u s e  a  n u m b e r  o f  d if fe re n t s k i l l s  an d  ta le n ts .
•  T a sk  I d e n t i t y : T h e  d e g re e  to  w h ic h  th e  jo b  re q u ire s  c o m p le tio n  o f  a  w h o le  an d  
id e n t if ia b le  p ie c e  o f  w o rk .
•  T a sk  S i g n i f i c a n c e :  T h e  d e g re e  to  w h ic h  th e  jo b  h a s  a  s u b s ta n t ia l im p a c t o n  th e  
l iv e s  o r  w o rk  o f  o th e r  p e o p le .
•  A u t o n o m y :  th e  d e g re e  to  w h ic h  th e  jo b  p ro v id e s  su b s ta n t ia l fre ed o m , 
in d e p e n d e n c e  an d  d is c r e t io n  to  th e  in d iv id u a l  in  s c h e d u lin g  th e  w o rk  an d  in  
d e te rm in in g  th e  p ro c e d u re s  to  b e  u s e d  in  c a r r y in g  i t  ou t.
•  F e e d b a c k :  T h e  d e g re e  to  w h ic h  c a r r y in g  o u t w o rk  a c t iv it ie s  r e q u ir e d  b y  th e  
jo b  r e su lt s  in  th e  in d iv id u a l ’ s  r e c e iv in g  d ir e c t  an d  c le a r  in fo rm a tio n  ab o u t th e  
e f fe c t iv e n e s s  o f  h is  o r  h e r  p e r fo rm a n c e .
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1
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High quality o f  work 
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High satisfaction with 
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Figure 2.1: Job characteristics model, adapted from Hackman & Oldham (1976)
T h e  f ir s t  th re e  c o re  d im e n s io n s  c a u s e  a n  e m p lo y e e  to  v ie w  w o rk  a s  m e a n in g fu l o r  
im p o rtan t, w o r th w h ile  an d  v a lu a b le . A u to n o m y  a f fe c ts  th e  e m p lo y e e ’ s s e n s e  o f  
p e r so n a l r e s p o n s ib il i ty  fo r  o u tco m es . Im m e d ia te  f e e d b a c k  fro m  th e  jo b  a l lo w s  th e  
e m p lo y e e  to  k n o w  h o w  w e l l  h e  o r  sh e  is  d o in g . A n o th e r  w a y  o f  s a y in g  th is  is  th a t th e  
e m p lo y e e  w i l l  r e c e iv e  m o re  in te rn a l r e w a rd s  w h e n  h e  o r sh e  le a rn s  (k n o w le d g e  o f  
r e s u lt s )  th a t h e  o r sh e  p e r s o n a l ly  (e x p e r ie n c e d  r e s p o n s ib il i ty )  h a s  p e r fo rm e d  w e l l  o n  a  
t a s k  th a t h e  o r  sh e  c a re s  ab o u t (e x p e r ie n c e d  s ig n if ic a n c e ) .  T h e  m o re  th e s e  c o n d itio n s  
a re  p re sen t , o r  a t le a s t  p e rc e iv e d , th e  m o re  m o tiv a te d  th e  e m p lo y e e  w i l l  b e , an d  
p e r fo rm a n c e  an d  s a t is f a c t io n  w i l l  a lso  in c re a s e . A l l  o f  th e se  r e la t io n sh ip s  a re  
m o d e ra te d  b y  E m p l o y e e ’s  N e e d  f o r  G r o w t h  o r  g r o w t h  n e e d  s t r e n g t h  (G N S) w h ic h  
m e a n s  th a t e m p lo y e e s  w ith  a  h ig h  n e e d  fo r  s e lf -e s te e m  an d  s e lf - a c tu a l is a t io n  a re  m o re  
l i k e l y  to  e x p e r ie n c e  th e  th re e  p s y c h o lo g ic a l  s ta te s  w h e n  a  jo b  c o n ta in s  th e  co re  
d im e n s io n s . T h e  m o d e l c la im s  th a t s a t is f y in g  th e  p s y c h o lo g ic a l s ta te s  sh o u ld  le a d  to
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th e  fo l lo w in g  w o rk  o u tc o m e s : m o re  s a t is f a c t io n , in te rn a l w o rk  m o tiv a t io n , w o rk  
p e r fo rm a n c e , an d  le s s  a b s e n te e ism  an d  tu rn o v e r  (H a c k m a n  &  O ld h am , 1 9 7 6 ) .
A lth o u g h  th e  J C M  a c h ie v e d  so m e  s u c c e s s fu l r e d e s ig n  in te rv e n tio n s  d u r in g  th e  
s e v e n tie s  an d  e a r ly  e ig h t ie s  ( s e e  K o p e lm a n , 1 9 8 5  an d  O ld h am , 1 9 9 6 ) , th e  m o d e l 
r e c e iv e d  m u c h  c r it ic is m  re g a rd in g  it s  c o m p a t ib il i t y  w ith  th e  n e w  w o rk  c o n te x t an d  
te c h n o lo g ic a l r e v o lu t io n  (K u k  e t a l ,  1 9 9 9 ) th re a te n in g  its  v a l id i t y  to  a l l  jo b s  a t a l l  
le v e ls  (P a rk e r  an d  W a l l ,  1 9 9 8 ). T h e se  c r it ic is m s  c o u ld  b e  c la s s if ie d  im d e r  th re e  m a in  
c a te g o r ie s : a )  c r it ic is m  re g a rd in g  th e  s tru c tu re  o f  th e  J C M  d im e n s io n a lity ; b )  c r it ic is m  
c o n c e rn in g  th e  ro le  o f  th e  in te rm e d ia te  a n d  m o d e ra to r  v a r ia b le s  a n d  e ) c r it ic is m  
re g a rd in g  th e  a s sm n e d  o u tco m e  v a r ia b le s . E ac h  c a te g o r y  w i l l  b e  d is c u s s e d  in  d e ta i l  in  
th e  n e x t  se c tio n s .
2 .4 .1  T h e  s tru c tu re  o f  J C M  d im e n s io n a lity
In  th e  e a r ly  w o r k  o f  H a c k m a n  &  O ld h am  (1 9 7 6 ) , th e y  p o in t o u t th a t th e re  a re  f iv e  
d is t in c t  c o re  jo b  c h a ra c te r is t ic s  ( s k i l l  v a r ie ty , t a s k  id e n t ity , t a s k  s ig n if ic a n c e , 
a u to n o m y  an d  fe e d b a c k )  w h ic h  a f fe c t  th re e  p s y c h o lo g ic a l  s ta te s  an d  fo u r  w o rk  
o u tco m es . T h e  Jo b  D ia g n o s t ic  S u r v e y  ( J D S )  d e v e lo p e d  b y  H a c k m a n  &  O ld h am
(1 9 7 5 )  is  th e  in s tru m e n t u s e d  to a s s e s s  th e s e  d im e n s io n s . JD S  h a s  15 ite m s  to  m e a su re  
th e  jo b  c h a ra c te r is t ic s , th re e  fo r  e a c h  o n e . H o w e v e r , so m e  re s e a rc h e r s  e x p re s se d  
c o n ce rn s  ab o u t th e  s tru c tu re  o f  J C M  d im e n s io n a lity . S o m e  o f  th em  w i l l  b e  e x p la in e d  
h e re  in  tu rn .
T h e  f ir s t  co n c e rn  o f  J C M ’ s d im e n s io n a lity  s tru c tu re  d e a ls  w ith  th e  o r ig in  o f  th e se  
t a s k  c h a ra c te r is t ic s , w h e re  th e y  c o m e  fro m  a n d  w h y  th e re  a re  ju s t  f iv e . R e v ie w in g  a
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J C M  b a c k b o n e  s tu d y  co n d u c te d  b y  T u rn e r  a n d  L a w re n c e  (1 9 6 5 )  in d ic a te d  th a t th e  
re s e a rc h e r s  u s e d  a n  in s tru m e n t r e f e r r e d  to  a s  R e q u is i t e  T a sk  A ttr ib u te s  (R T A ) to 
a s s e s s  s ix  jo b  c h a ra c te r is t ic s  ( r e s p o n s ib i l i t y ,  a u to n o m y , r e q u ire d  in te ra c t io n , o p tio n a l 
in te ra c t io n , v a r ie ty , an d  k n o w le d g e  s k i l l ) .  T h e  au th o rs  re p o r te d  th a t th e se  
c h a ra c te r is t ic s  a re  th e  c r i t ic a l  a sp e c ts  in  d ia g n o s in g  w o rk  q u a l ity .  L a te r  H a c k m a n  an d  
O ld h am  (1 9 7 6 )  to o k  th re e  o f  th e s e  c h a r a c te r is t ic s  ( i .e .  v a r ie ty , r e s p o n s ib i l i t y  an d  
au to n o m y ) an d  ad d e d  an o th e r  tw o  ( t a s k  id e n t it y  an d  fe e d b a c k ) an d  d e v e lo p e d  th em  
in to  a  m o d e l an d  te s te d  th e m  o n  a  la r g e  s a m p le . H a c k m a n  an d  O ld h am  (1 9 7 6 )  c la im e d  
th a t th e s e  c h a ra c te r is t ic s  a re  th e  o n ly  c r i t ic a l  o n es  fo r d ia g n o s in g  w o rk  q u a l ity .  
H o w e v e r , n o  in fo rm a tio n  is  a v a i la b le  a b o u t w h y  th e y  c h o se  th e s e  f iv e  c h a ra c te r is t ic s  
in  p a r t ic u la r  an d  w h y  th e re  a re  j u s t  f iv e . T u rn e r  &  L a w re n c e  (1 9 6 5 )  in d ic a te d  th a t 
th e y  d e v e lo p e d  th e ir  d im e n s io n s  fro m  “th e ir  o w n  e x p e r ie n c e  a s  s tu d en ts  o f  in d u s tr ia l 
w o r k ” , w ith o u t in d ic a t in g  a n y  q u a n t ita t iv e  o r  q u a l it a t iv e  d a ta  th a t c o u ld  b e  c o n s id e re d  
a s  b a c k b o n e  e v id e n c e  fo r  th e ir  c h o se n  d im e n s io n s  an d  so  d id  H a c k m a n  a n d  O ld h am  
(1 9 7 6 )  w ith  th e ir  c h o se n  d im e n s io n s . F o r  e x a m p le , H a c k m a n  an d  O ld h am  (1 9 7 6 )  d id  
n o t p ro v id e  e m p ir ic a l e v id e n c e  fo r  w h y  th e y  e x c lu d e d  th e  s o c ia l in te r a c t io n  a sp e c t 
a lth o u g h  it  w a s  o n e  o f  th e  m a in  a sp e c ts  in  T u rn e r  an d  L a w r e n c e ’ s  R e q u is it e  T a sk  
A ttr ib u te s .
A n o th e r  c o n c e rn  w ith  th e  J C M  s tru c tu ra l d im e n s io n s  d e a ls  w ith  th e  f a c t  th a t th e y  
h a v e  n o t a lw a y s  b e e n  fo u n d  to  b e  s e p a ra b le  a sp e c ts  o f  jo b s  (C o rd e r y  a n d  S e v a s to s , 
1 9 9 3 ). M a n y  s tu d ie s  h a v e  e x a m in e d  th e  f iv e -d im e n s io n  s tru c tu re  u s in g  d if fe re n t 
s ta t is t ic a l  m e th o d s  ( i .e .  M e ta  a n a ly s is ,  r e g re s s io n , fa c to r  a n a ly s i s . . .  e tc ) . S o m e  o f  th e se  
s tu d ie s  appear* to  c o n f irm  th e  f iv e  d im e n s io n s  m e a su re d  b y  th e  JD S  (e .g . A b d e l 
H a le e m , 1 9 7 8 ; K a ts , 1 9 7 8 ; Iv a n c e v ic h , 1 9 7 8 ; L e e &  IC liem , 1 9 8 2 , F e r ra t t  &  R e e re , 
1 9 7 7 ) . T h e  r e s e a rc h e rs  re p o rte d  th a t th e re  a re  f iv e  d is t in c t  d im e n s io n s  th a t  g iv e
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su p p o rt to  th e  f iv e -d im e n s io n a l s tru c tu re . H o w e v e r , o th e r  s tu d ie s  f a i le d  to  c o n f irm  a l l  
th e  f iv e  d im e n s io n s , so m e  o f  th e m  re p o r t th re e , an d  o th e rs  r e a c h e d  ju s t  tw o  o r e v e n  
o n e  (G a in e s  &  J e im ie r ,  1 9 8 3 ; O ’r e i l l y  e t a l ,  1 9 8 0 ; B im b a u m , e t a l ,  1 9 8 6 ; F r ie d  &  
F e r r is , 1 9 8 6 ; C o rd e ry  &  S e ra s to s , 1 9 9 3 ) . S o m e  o f  th e se  s tu d ie s  re p o r te d  th a t s k i l l  
v a r ie t y  an d  au to n o m y  o r s k i l l  v a r ie t y  an d  ta s k  s ig n if ic a n c e  a re  n o t s e p a ra te  a sp e c ts  o f  
th e  jo b s .
T h e  e a r ly  s tu d ie s  th a t  a d d re s se d  th e  c o n fu s io n  b e tw e e n  s k i l l  v a r ie t y  an d  ta sk  
s ig n if ic a n c e  an d  au to n o m y  w e r e  c o n d u c te d  b y  D u n h am , et a l . (1 9 7 7 ) . In  th is  s tu d y  th e  
re s e a rc h e r s  e x a m in e d  th e  jo b  c h a ra c te r is t ic s  in  2 0  d if fe re n t s a m p le s  w h ic h  c o n ta in  
v a r io u s  jo b s . T h e  r e s u lt s  sh o w e d  th a t th e  jo b  d im e n s io n s  a re  in c o n s is te n t a c ro ss  th e  
d if fe re n t s a m p le s , an d  th e  f iv e  jo b  d im e n s io n s  do  n o t a p p ly  to  a l l  jo b s . S o m e  o f  th em  
su p p o rt th e  s tru c tu re  o f  f iv e  d im e n s io n s ; o th e rs  s u g g e s t  ju s t  th re e  o r  e v e n  tw o  
c h a ra c te r is t ic s . H o w e v e r , th e re  w a s  no  r e la t io n  b e tw e e n  th e  n u m b e r  o f  d im e n s io n s  
an d  th e  ty p e  o f  jo b s . F o r  e x a m p le , te r r ito r ia l  s t a f f  an d  a s s is t a n t  s a le s  m a n a g e r s ’ 
s a m p le s  w e r e  a b le  to  d is t in g u is h  b e tw e e n  th e  f iv e  d im e n s io n s  w h i le  au to n o m y  an d  
v a r ie t y  c o lla p s e d  in to  a  s in g le  fa c to r  fo r  b o th  e n g in e e r s  an d  c o p y w r ite r  s a m p le s . 
T h e s e  a m b ig u o u s  r e s u lt s  e n c o u ra g e d  o th e r  r e s e a rc h e rs  to in v e s t ig a te  th e  f iv e  
d im e n s io n s  s tru c tu re  u s in g  th e  m e ta - a n a ly s is  m e th o d . T h u s, F r ie d  &  F e r r is  (1 9 8 6 )  
r e a n a ly z e d  d a ta  g a th e re d  fro m  6 9 3 0  e m p lo y e e s  w o rk in g  in  9 0 0  d if fe re n t jo b s . A l l  th e  
s tu d ie s  th e y  in c lu d e d  u s e d  th e  JD S  a s  th e  in s tru m en t to  m e a s u re  th e  jo b  
c h a ra c te r is t ic s . T h e  re s e a rc h e r s  a lso  in c lu d e d  o th e r  v a r ia b le s  in  th e ir  a n a ly s is  su c h  as  
e d u c a t io n a l le v e l ,  a g e , an d  m a n a g e r ia l  le v e l .  T h e  f in d in g s  d id  n o t su p p o rt th e  f iv e  
d im e n s io n s  an d  in d ic a te d  th a t t a s k  id e n t it y  an d  jo b  f e e d b a c k  a re  d is t in c t  jo b  
d im e n s io n s . T h e  o th e r  d im e n s io n s  c o lla p s e d  in to  a  s in g le  fa c to r  ( i .e .  s k i l l  v a r ie ty , ta s k  
s ig n if ic a n c e , an d  a u to n o m y ). F u rth e rm o re , th e  re s e a rc h e rs  a rg u e d  th a t th e  a b i l i t y  to
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d is t in g u is h  b e tw e e n  th e  c h a ra c te r is t ic s  is  a f fe c te d  b y  a g e , e d u c a t io n a l le v e l  an d  
m a n a g e r ia l  le v e l  an d  th a t th e s e  c o u ld  b e  c o n fo u n d in g  v a r ia b le s . A s  a n  e x a m p le , i f  th e  
e m p lo y e e  is  y o u n g  an d  w e l l  e d u c a te d  an d  in  g o o d  m a n a g e r ia l  p o s it io n , h e  o r  sh e  w i l l  
b e  b e tte r  a t  d if fe r e n t ia t in g  th e  jo b  c h a ra c te r is t ic s .
In  th e ir  e ffo rts  to  e x p la in  th e  in c o n s is te n c y  in  th e  J C M  d im e n s io n a lity , so m e  
re s e a rc h e r s  a rg u e d  th a t th is  c o u ld  b e  c a u s e d  b y  th e  w o rd in g  o f  JD S  ite m s  an d  
e s p e c ia l ly  in  th e  n e g a t iv e ly  w o rd e d  o n es . In  th e  o r ig in a l JD S  (H a c k m a n  &  O ld h am , 
1 9 7 5 ) , e a c h  d im e n s io n  w a s  m e a s u re d  b y  3 ite m s . O ne o f  th em , a  3 -a n c h o r  ite m  u s e s  a  
fo rm at w ith  sh o rt d e s c r ip t iv e  p h ra se s  a n c h o r in g  it s  m id d le  an d  en d  p o in ts . T h e  o th e r  
tw o  ite m s  u s e  a  L ik e r t  fo rm a t, o n e  o f  th e m  p o s i t iv e ly  w o rd e d  an d  th e  o th e r  is  
n e g a t iv e . I d a s z a k  &  D ra s g o w  (1 9 8 7 )  s u g g e s te d  th a t th e  p ro b le m  c a m e  fro m  th e  
n e g a t iv e ly  w o rd e d  L ik e r t  fo rm a t ite m s . T h e re fo re , th e y  r e v is e d  th e  JD S  b y  r e v e r s in g  
th e  n e g a t iv e  it e m s  in to  p o s i t iv e  o n e s . T h e  r e s e a rc h e rs  rep o rted  th a t  th e  s tru c tu re  
fa c to rs  b e c a m e  m o re  c o n s is te n t in  th e  r e v is e d  JD S . N e v e r th e le s s , o th e r  s tu d ie s  la te r  
in d ic a te  th a t th e  r e v is e d  JD S  o n ly  p a r t i a l ly  s o lv e d  th e  p ro b le m  o f  in c o n s is te n c y  (e .g . 
C o rd e ry  &  S e v a s to , 1 9 9 3 ) . T h e  au th o rs  e x p la in e d  th a t re sp o n d en ts ' e d u c a t io n  le v e l  is  
n o t th e  re a so n  fo r  th e  p ro b le m s  e x p e r ie n c e d  w ith  n e g a t iv e ly  w o rd e d  ite m s , n o r d o e s  i t  
ap p e a r  th a t le s s  e d u c a te d  w o rk e r s  a r e  in h e r e n t ly  le s s  a b le  to  d is t in g u is h  b e tw e e n  jo b  
c h a ra c te r is t ic s . O ld h a m ’ s  (1 9 9 6 )  l i t e r a tu re  r e v ie w  c o n c lu d e d  th a t a f te r  2 0  y e a r s  o f  
in v e s t ig a t io n , th e  r e s e a r c h  c o u ld  n o t d e te rm in e  th e  e x a c t  c a u s e  o f  th e  in c o n s is te n c y .
A n o th e r  p ro b le m  w ith  J C M  d im e n s io n s  is  th a t so m e  s tu d ie s  sh o w e d  th a t th e y  a re  
n o t v a l id  in  d ia g n o s in g  a l l  jo b  le v e ls .  J C M  c la im s  th a t th e se  f iv e  d im e n s io n s  a re  
s u it a b le  to  a l l  jo b s  a t a l l  le v e ls .  H o w e v e r , in  a  r e c e n t s u r v e y  b y  K u k  e t a l  (1 9 9 9 )  o f  
m o re  th an  2 2 6 5  jo b  in c u m b e n ts  o f  14  d if fe re n t o c c u p a t io n s  w o rk in g  in  v a r io u s  B r it is h
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o rg a n is a t io n s , th e  au th o r re p o rte d  th a t th e  J C M  d im e n s io n s  h a d  f a i le d  to  d ia g n o se  th e  
q u a l i t y  o f  c o m p le x  o c c u p a t io n s  (p i lo ts , p ro fe s s io n a ls , p h y s ic ia n s  e tc .) . D iffe re n t 
e x p la n a t io n s  c o u ld  b e  g iv e n  fo r  th e  in a b i l i t y  o f  J C M ’ d im e n s io n s  to  d ia g n o se  c o m p le x  
jo b s . T h e  f ir s t  e x p la n a t io n  w a s  g iv e n  b y  K u k  e t a l  (1 9 9 9 )  in  w h ic h  i t  w a s  n o te d  th a t 
o n e  o f  th e  re a so n s  c o u ld  b e  d u e  to  a  m a jo r  c o n c e p tu a l c o n ce rn  n e g le c te d  b y  J C M  
w h ic h  is  th e  la c k  o f  c o g n it iv e  e n r ic h m e n t o r  w h a t  is  c a l le d  ‘ in t e l l ig e n c e  lo a d in g ’ . T h e  
r e s e a rc h e r  re c o m m e n d e d  u p d a t in g  J C M  jo b  c h a ra c te r is t ic s  to  in c lu d e  v a r ia b le s  
r e sp o n s ib le  fo r  in c r e a s in g  c o g n it iv e  c o m p le x it y  b e c a u s e  i t  s e e m s  th a t th e  
c h a ra c te r is t ic s  o f  a u to n o m y  o r s ig n if ic a n c e  a r e  in s u f f ic ie n t  n o w a d a y s  in  p ro v id in g  
jo b s  w ith  e n o u g h  c o m p le x ity .
Jo b  c o m p le x it y  o r  c o g n it iv e  lo a d in g  s e e m s  to  b e  a  v e r y  im p o rtan t a sp e c t  in  p re se n t 
d a y  o c c u p a tio n s . G o ttfred so n  (1 9 9 7 )  re p o r te d  th a t  th e  m a jo r  d is t in c t io n  am o n g  jo b s  
n o w a d a y s  is  th e  d e g re e  o f  m e n ta l c o m p le x it y  p o se d  fo r  w o rk e rs . In  a d d it io n , jo b  
s a t is f a c t io n  an d  p e r fo rm a n c e  a re  p o s i t iv e ly  c o r re la te d  w ith  h ig h ly  c o m p le x  jo b s . T h e  
au th o r  d em o n s tra ted  h o w  p e r fo rm a n c e  m ig h t  b e  in c re a s e d  a s  a  r e s u lt  o f  in c r e a s in g  
ta s k  c o m p le x it y  (c o g n it iv e  lo a d in g ) . Jo b s  w ith  a  h ig h  c o m p le x ity  an d  in te l l ig e n c e  
fa c to r  a lso  te n d  to  b e  m o re  c r i t ic a l  to  o rg a n is a t io n s . R e s e a rc h  d a ta  sh o w  th a t  v a r ia n c e  
in  p e r fo rm a n c e  le v e l  am o n g  w o rk e r s  r is e s  w ith  jo b  c o m p le x ity . Jo b  c o m p le x ity  
l ite r a tu re  s u g g e s ts  th a t d e a l in g  w ith  p e o p le  te n d s  to  b e  c o m p le x  an d  th a t ta sk  v a r ie ty , 
la c k  o f  in te n s iv e  s u p e rv is io n , c h a n g e , r e c o g n it io n  an d  le a rn in g  o p p o rtu n it ie s  a l l  
co n tr ib u te  to  c o m p le x ity . T h u s , G o ttfred so n  (1 9 9 7 )  n o ted  th a t jo b s  h ig h  in  o v e ra l l  
m e n ta l d if f ic u lt y  te n d  to  b e  u n s tru c tu re d , e n ta i l  m u c h  s e l f  d ire c t io n , g e n e ra l 
r e s p o n s ib il i ty , in v o lv e  t im e  p re s su re , v a r ie t y  a n d  c h a n g e , a t ten tio n  to  d e ta i l ,  an d  
e m p h a s is e  c r e a t iv e  r a th e r  th an  ro u t in e  a c t iv it ie s .  O n th e  o th e r  h an d , th e  m o re  h ig h ly  
su p e rv is e d , m o re  r e p e t it iv e , p h y s ic a l  th e  jo b , th e  le s s  c o g n it iv e ly  c o m p le x  i t  is .
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A n o th e r  e x p la n a t io n  fo r  J C M  d im e n s io n s  f a i lu r e  fo r d ia g n o s in g  th e  q u a l i t y  o f  
c o m p le x  o c c u p a tio n s  w o u ld  b e  d u e  to  th e  fa c t  th a t J C M  n e g le c ts  to  e n r ic h  th e  jo b  
c o n te x t fa c to rs  in  w h ic h  ta sk s  a r e  d e liv e r e d  (e .g . s o c ia l  co n tac t, p h y s ic a l  en v iro n m en t, 
p a y m e n t e tc .) . A s  e x p la in e d  e a r l ie r ,  th e re  is  g ro w in g  e v id e n c e  th a t c o n te x tu a l fa c to rs  
a re  v e r y  im p o rta n t in  d ia g n o s in g  w o rk  q u a l i t y  an d  w o rk in g  to g e th e r  w ith  ta sk  
c h a ra c te r is t ic s  to  p ro d u c e  jo b  s a t is f a c t io n  an d  it s  r e la te d  o u tco m es  (W a r r , 2 0 0 2 a ; 
P a rk e r  e t a l , 2 0 0 1 ) . T h e  J C M  p a y s  a tte n tio n  o n ly  to  t a s k  e n r ic h m e n t, in  w h ic h  jo b  
ta sk s  a re  lo a d e d  w ith  v a r ie t y , a u to n o m y , s ig n if ic a n c e  w ith o u t p a y in g  a tte n tio n  to 
e n r ic h in g  c o n te x tu a l fa c to rs . F o r  e x a m p le , c la s s ic a l  an d  c u rren t r e s e a rc h  in d ic a te s  th a t 
r e g a rd le s s  o f  h o w  m u c h  v a r ie t y  o r  c o n t r o l la b i l i t y  e m p lo y e e s  h a v e  in  th e ir  jo b s  th e y , 
fo r  in s ta n c e , th e y  w i l l  e x p re s s  jo b  d is s a t is f a c t io n  i f  th e y  h a v e  te n se  re la t io n sh ip s  w ith  
th e ir  s u p e rv iso r  o r  th e ir  c o -w o rk e rs  (H e rz b e rg  e t a l ,  1 9 5 9 ; W a r r , 2 0 0 2 a ; H o u k e s  e t a l , 
2 0 0 3 ) .
R e c e n t  r e s e a rc h  o n  th e  P s y c h o lo g ic a l  C o n tra c t (P C ) an d  P e r c e iv e d  O rg a n is a t io n a l 
S u p p o rt (P O S ) in d ic a te s  th a t w o rk  c o n te x tu a l v a r ia b le s  a re  im p o rtan t in  e m p lo y e e s ’ 
b e h a v io u ra l an d  a f f e c t iv e  re a c t io n s . M o s t  o f  e m p lo y e e s  h a v e  e x p e c ta t io n s  o f  th e ir  
o rg a n is a t io n s , e .g . regular* p a y , f a ir  tr e a tm e n t b y  m a n a g e m e n t , p ro v is io n  o f  e q u a l 
o p p o rtu n it ie s  fo r  a d v a n c e m e n t, r e a s o n a b le  jo b  s e c u r ity , an d  r e c o g n it io n  (e .g . G u est &  
C o n w a y , 2 0 0 3 ) . E m p ir ic a l s tu d ie s  d e m o n s tra te  h o w  th e  p o s it iv e  e v a lu a t io n  o f  
p re v io u s  v a r ia b le s  p o s i t iv e ly  in f lu e n c e s  jo b  s a t is f a c t io n  an d  tru s t in  a n  o rg a n is a t io n  
(R o b in so n  &  R o u s s e a u , 1 9 9 4 ) , p e r fo rm a n c e  an d  tu rn o v e r  (R o b in so n , 1 9 9 6 ), an d  
o rg a n is a t io n a l c o m m itm e n t (G u zzo  e t  a l ,  1 9 9 4 ) . H o w e v e r , th e se  r e su lt s  g iv e  a  s tro n g  
in d ic a t io n  th a t jo b  d e s ig n  is  n o t ju s t  ‘ t a s k  e n r ic h m e n t’ b u t a lso  a  matter* o f  co n te x tu a l 
q u a l i t y .  T h u s , o rg a n is a t io n s  w ith  u n s a t is f a c to r y  c o n te x tu a l c o n d it io n s  sh o u ld  e x p e c t 
h ig h  e m p lo y e e  d is s a t is f a c t io n  an d  it s  jo b  r e la t e d  n e g a t iv e  c o n se q u e n c e s .
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S o m e  r e s e a rc h e rs  h a v e  tr ie d  to  u p d a te  J C M  d im e n s io n s  b y  a d d in g  o th er 
d im e n s io n s  to  th e  f iv e  c h a r a c te r is t ic s  su c h  a s  p e r so n - ta sk  m a tc h  ( J a n s  &  M c m a h o n  
,1 9 8 9 ) , p h y s ic a l  d e m a n d  (S to n e  &  G u e tu a l, 1 9 8 4 ) s o c ia l c o n ta c t an d  su p e rv is o r ’ s  
su p p o rt (L id e n  e t a l , 2 0 0 0 ) , o r  p h y s ic a l  c o n te x t (D re s s e l an d  F ra n c is , 1 9 8 7 ) . O ther 
re s e a rc h e rs  h a v e  tr ie d  to  in te g r a te  so m e  o th e r  ap p ro ach e s  w ith in  J C M  co n cep ts . 
V a n c e  &  B id d le  (1 9 8 5 )  a rg u e  fo r  a n  in te g r a t io n  o f  th e  J C M  an d  s o c ia l  in fo rm a tio n  
p ro c e s s in g  th e o ry  an d  h o w  th e  s o c ia l c o n te x t  a f fe c ts  jo b  c h a ra c te r is t ic s  p e rc e p tio n . 
U n fo r tu n a te ly , n o n e  o f  th e se  a ttem p ts  c a n  b e  d e s c r ib e d  a s  a n  e f f e c t iv e  so lu t io n  to 
in c r e a s e  jo b  c o m p le x ity  o r  q u a l i t y  a s  a l l  o f  th e s e  a ttem p ts  r e l ie d  o n  p a r t ic u la r  
th e o re t ic a l b a c k g ro u n d  in  d e te rm in in g  w h a t  sh o u ld  b e  ad d ed . N o n e  o f  th em  h a v e  
p ro v id e d  e m p ir ic a l e v id e n c e  to  su p p o rt w h y  th a t  p a r t ic u la r  a d d it io n  is  th e  m o st 
im p o rta n t a sp e c t w h i le  o th e r  a sp e c ts  a r e  n o t. h i  r e a l i t y ,  th e re  i s  a  lo n g  l is t  o f  
d im e n s io n s  th a t c o u ld  b e  a d d e d  to  th e  jo b  c h a ra c te r is t ic s  (A lg e r a , 1 9 9 8 ) a n d  a d o p tin g  
a n y  o f  th em  w i l l  b e  a  p u r e ly  s u b je c t iv e  is s u e . A s  e x p la in e d  in  th e  f ir s t  ch ap te r , a  f a ir  
an d  w is e  so lu tio n  w o u ld  b e  le t t in g  e m p lo y e e s  th e m se lv e s  d e c id e  th e  im p o rtan t 
d im e n s io n s  in  th e ir  jo b s  an d  w h a t  th e y  e x p e c t  fro m  th em . T h is  is s u e  w i l l  b e  
h ig h lig h te d  a g a in  in  th e  th ird  ch ap te r .
In  c o n c lu s io n , J C M  c h a ra c te r is t ic s  s e e m  to  b e  u n a b le  to  d ia g n o se  a l l  jo b  le v e ls . 
T h e re fo re , th e s e  c h a ra c te r is t ic s  n e e d  u p d a t in g  to  s o lv e  th e ir  in c o n s is te n c y  an d  to  b e  
c o m p a t ib le  w ith  m o d e m  w o rk p la c e  p ra c t ic e s  o r  s y s te m s . H o w e v e r , c h o o s in g  
p a r t ic u la r  jo b  c h a ra c te r is t ic s  sh o u ld  b e  ju s t i f ie d  e m p ir ic a l ly  an d  r e f le c t  th e  e m p lo y e e ’ s 
p e r s p e c t iv e  an d  n o t ju s t  b e  in f lu e n c e d  b y  th e o re t ic a l ju s t if ic a t io n s  o r  th e  r e s e a rc h e r s ’ 
b a c k g ro u n d .
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T h e  J C M  p ro p o se d  th re e  c r i t ic a l  p s y c h o lo g ic a l  s ta te s  to  m e d ia te  th e  f iv e  jo b  
c h a ra c te r is t ic s  an d  th e  w o rk  o u tc o m e s  o f  p e r fo rm a n c e , a b s e n te e ism , s a t is f a c t io n  an d  
m o tiv a t io n . A s  sh o w n  in  F ig u re  2 .1 , th e  s k i l l  v a r ie ty , t a s k  id e n t ity  an d  ta s k  
s ig n if ic a n c e  p ro d u c e  f e e l in g  o f  m e a n in g fu ln e s s  o f  th e  w o rk , an d  au to n o m y  a s so c ia te d  
w ith  r e s p o n s ib i l i ty  fo r  w o rk  o u tc o m e s , w h i le  th e  f e e d b a c k  fro m  th e  jo b  co n tr ib u te s  to  
th e  k n o w le d g e  o f  th e  a c tu a l r e s u lt s  o f  th e  w o r k  a c t iv it ie s . H en c e , r e a c h in g  th e se  
p s y c h o lo g ic a l  s ta te s  w o u ld  le a d  to  p re fe r a b le  w o rk  o u tco m es . F u rth e rm o re , a l l  
r e la t io n sh ip s  b e tw e e n  th e  c h a ra c te r is t ic s , m e d ia to r s , an d  o u tco m es  a r e  m o d e ra te d  b y  
th e  g ro w th  n e e d  s tre n g th  (G N S ). H a c k m a n  &  O ld h am  (1 9 7 6 ; 1 9 8 0 ) d em o n s tra ted  
c le a r ly  th a t th e  ro le  o f  th e  c r i t ic a l  p s y c h o lo g ic a l  s ta te s  is  v e r y  im p o rtan t an d  w o rk  in  
p a r a l le l  w ith  th e  m o d e ra to r  v a r ia b le  o f  G ro w th  N e e d  S tre n g th  (G N S ) to  p ro d u c e  w o rk  
o u tco m es .
C o n c e rn in g  th e  ro le  o f  th e  p s y c h o lo g ic a l  m e d ia t in g  s ta te s , H a c k m a n  &  O ld h am
(1 9 7 6 )  in d ic a te  th a t th e  to ta l v a r ia n c e  e x p la in e d  b y  th e  m o d e l is  b e tte r  w h e n  th e  th re e  
p s y c h o lo g ic a l  s ta te s  a re  in c lu d e d . H o w e v e r , th e  la t e r  s tu d ie s  in d ic a te  th a t p a r t ic u la r  
p a th s  o f  c o r re la t io n  b e tw e e n  th e  c h a r a c te r is t ic s  an d  p s y c h o lo g ic a l  s ta te s  a re  
in c o n s is te n t. F o r  e x a m p le , F r ie d  &  F e r r is  (1 9 8 7 )  an d  Jo h n , L in  an d  Y o n g q in g  (1 9 9 2 )  
re p o rte d  th a t fe e d b a c k  in  so m e  c a s e s  is  c o r r e la te d  m o re  w ith  r e s p o n s ib il i ty  th an  
k n o w le d g e  an d  m e a n in g fu ln e s s  c o r re la te d  w ith  a l l  d im e n s io n s  r a th e r  th an  v a r ie ty , 
s ig n if ic a n c e  an d  id e n t ity . F u rth e rm o re , F r ie d  an d  F e r r is  (1 9 8 7 )  an d  W a l l ,  C le g g  an d  
J a c k s o n  (1 9 7 8 )  a rg u e d  th a t r e m o v in g  th e  p s y c h o lo g ic a l  s ta te s  w i l l  n o t a f fe c t  th e  
m o d e l s t a t is t ic a l ly ,  a s  th e  e x p la in e d  v a r ia n c e  d o e s  n o t c h a n g e  s ig n if ic a n t ly  r e g a rd le s s  
o f  w h e th e r  th e  p s y c h o lo g ic a l  s ta te s  a re  in c lu d e d  o r no t.
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H o w e v e r , F o x  &  F e ld m a n , (1 9 8 8 )  a g re e d  w ith  F r ie d  an d  F e r r is  b u t s tre s s e d  th e  
im p o rta n c e  o f  th e  ro le  o f  p s y c h o lo g ic a l  s ta te s  fo r  th e  m o d e l in  th e o ry  an d  p ra c t ic e . 
T h e  au th o r  d e m o n s tra te d  h o w  e x c lu d in g  m e d ia to r s  fro m  th e  m o d e l c o u ld  le a d  to 
e rro n eo u s  p re d ic t io n s . F o r  e x a m p le , i f  s k i l l  v a r ie t y  is  a s su m e d  to  b e  c o rre la te d  
d ir e c t ly  w ith  jo b  s a t is f a c t io n , th is  c o u ld  le a d  p r a c t ic in g  m a n a g e rs  to  b e l ie v e  th a t 
s a t is f a c t io n  c a n  b e  im p ro v e d  s im p ly  b y  in c r e a s in g  th e  n u m b er  o f  ta sk s  p e rfo rm e d  b y  
th e  w o rk e r . H o w e v e r , a c c o rd in g  to  th e  J C M , s k i l l  v a r ie t y  sh o u ld  o n ly  le a d  to  p o s it iv e  
o u tc o m e s  to th e  e x te n t th a t th e s e  in c re a s e d  r e s u lt s  le a d  to  a  c o rre sp o n d in g  in c re a s e  in  
th e  m e a n in g fu ln e s s  o f  th e  w o rk . I f  a n  in c r e a s e  in  v a r ie t y  d o es  n o t r e s u lt  in  a  r is e  in  
f e e l in g s  o f  m e a n in g fu ln e s s , i t  i s  r e a s o n a b le  to  h y p o th e s iz e  th a t th is  w o u ld  r e s u lt  in  a  
n e g a t iv e  o r n o n -s ig n if ic a n t  c h a n g e  in  s a t is f a c t io n . T h e  in c re a s e d  v a r ie t y  m ig h t  o n ly  
r e f le c t  m o re  b o r in g , m e a n in g le s s  th in g s  to  do .
F u rth e rm o re , Jo h n  e t a l  (1 9 9 2 )  an d  B e h so n , E d d y  an d  L o re n z e t (2 0 0 0 )  c o n c lu d e d  
th a t th e  p s y c h o lo g ic a l  s ta te s  w e r e  t r e a te d  u n f a ir ly  in  th e  lite ra tu re . M u c h  o f  th e  
re s e a rc h  co n d u c ted  a ro u n d  J C M  v io la te d  it s  b a s ic  a s su m p tio n s  b y  e x c lu d in g  th e  
p s y c h o lo g ic a l  s ta te s  fro m  th e  fo rm u la . B e h so n  e t  a l  (2 0 0 0 )  rep o rted  th a t  d e sp ite  m o re  
th a n  tw o  d e c a d e s  o f  a c t iv e  r e s e a rc h  a ro u n d  J C M , th e y  c o u ld  f in d  o n ly  13 s tu d ie s  th a t 
e x a m in e d  th e  J C M  w ith  th e  p s y c h o lo g ic a l  s ta te s  in c lu d e d  in  th e  fo rm u la . T h ere fo re , 
m a n y  r e s e a rc h e r s  w e r e  u n a b le  to  m a k e  d e f in it iv e  c o n c lu s io n s  ab o u t th e  v a l id i t y  o r 
im p o rta n c e  o f  th e  p s y c h o lo g ic a l s ta te s . H o w e v e r , fro m  th e se  13 s tu d ie s  B e h so n  e t a l  
( 2 0 0 0 )  c o n c lu d e d  th a t th e  m o st c o n v in c in g  c o n n ec t io n  w a s  th a t b e tw e e n  fe e d b a c k  an d  
k n o w le d g e  o f  r e s u lt s . T h e  ‘p ro b le m ’ s ta te  w a s  r e s p o n s ib il i ty , w h ic h  w a s  in f lu e n c e d  
b y  s e v e r a l  o f  th e  jo b  d im e n s io n s  b e s id e s  au to n o m y . F in a l ly ,  r e g a rd in g  th e  u t i l i t y  o f  a l l  
th re e  p s y c h o lo g ic a l  s ta te s , Jo h n  e t a l (1 9 9 2 )  c o n c lu d e d  “ t h e  p s y c h o l o g i c a l  s t a t e s  d o
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jO n a  d if fe re n t le v e l ,  P a rk e r  an d  W a l l  (1 9 9 8 )  c r it ic is e d  th e  c o n c e p t o f  th e se  
m e c h a n ism s  a n d  in d ic a te d  th a t a l l  o f  th e m  h a v e  a  m o tiv a t io n a l n a tu re . T h e y  e x p la in e d  
th a t  th e  m o d e l a s su m e s  th a t jo b  r e d e s ig n  p ro m o te s  im p a c ts  v i a  a  m o t iv a t io n a l 
m e c h a n ism , th a t is ,  b y  e n c o u ra g in g  p e o p le  to  w o rk  h a rd e r  (P a rk e r  an d  W a l l ,  1 9 9 8 ).
T h e re fo re , w o rk  o u tco m es  a re  e x p e c te d  b e c a u s e  p e o p le  w o rk in g  in  e n r ic h e d  jo b s  a re
m o re  m o t iv a te d  as  th is  e n r ic h m e n t f u lf i ls  s p e c ia l  n e e d s  an d  th e y  w i l l  b e  le s s  in c lin e d
to  b e h a v e  in  d y s fu n c t io n a l w a y s  b e c a u s e  th e y  w a n t  to a v o id  b o r in g  ta sk s  (B e r l in g e r  e t
a l , 1 9 8 8 ) o r  m a k e  b e tte r  u s e  o f  th e ir  s k i l l s  (C o rd e ry  e t a l , 1 9 9 2 ). T h e se  a s su m p tio n s
a re  b a s e d  o n  th e  s a t is f a c t io n  th e o ry  ( i .e .  p e o p le  p e r fo rm  b e tte r  b e c a u s e  th e y  a re  d o in g  I
a  m e a n in g fu l jo b  th a t s a t is f ie s  th e ir  n e e d  fo r  g ro w th ) an d  e x p e c ta n c y  th e o ry  (p e o p le
e x p e c t  th a t w o rk in g  h a rd  w i l l  le a d  to  g o o d  p e rfo rm a n c e  an d  th a t  g o o d  p e r fo rm a n c e
w i l l  le a d  to  h ig h e r -o rd e r  n e e d s  b e in g  f u lf i l le d )  o r  s o c ia l r e c ip ro c it y  (p e o p le  w o rk  h a rd
b e c a u s e  th e y  e x p e c t  th a t th e y  w i l l  b e  r e w a rd e d  fo r  w h a t  th e y  do .
P a rk e r  &  W a l l  (1 9 9 8 )  s u g g e s te d  in c lu d in g  o th e r ty p e s  o f  m e c h a n ism s  w h o se  
v a l id i t y  in  jo b  r e d e s ig n  i s  su p p o rted  b y  re c e n t  r e s e a rc h . F o r in s ta n c e , s o c ia l  c o g n it iv e  
m e c h a n ism s  o f  le a rn in g  an d  r e la t e d  c o n c e p ts  w e r e  s t ro n g ly  re c o m m e n d e d  in  re c e n t 
jo b  d e s ig n  l ite r a tu re  a s  m e c h a n ism s  th a t m e d ia te  jo b  c h a ra c te r is t ic s  an d  w o rk  
o u tc o m e s  a t a  c o g n it iv e  le v e l  (H o lm a n  an d  W a l l ,  2 0 0 2 ; L e a c h  e t a l ,  2 0 0 3 ) . O ther 
su g g e s te d  m e c h a n ism s  a re  q u ic k  re sp o n se  (e m p lo y e e s  v a lu e  jo b  e n r ic h m e n t b e c a u s e  it  
e n a b le s  th em  to  re sp o n d  im m e d ia t e ly  to  jo b  d e m an d s  o r  f a u lts ; K e l ly ,  1 9 9 2 ) an d  th e  
p ro c e s s e s  o f  p s y c h o lo g ic a l  e m p o w e rm e n t (e .g . W a l l ,  C ro d e iy , &  C le g g , 2 0 0 2 ; L id e n
Chapter 2
p la y  c e n tra l a n d  u se fu l ro le  in  the  m ode l, b u t the  d a ta  v io la te  the  m o d e l in  m any
s p e c if ic  d e ta i ls ”  (p  672 ).
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T h e  o th e r  im p o rtan t a sp e c t  o f  th e  m o d e l is  th e  ro le  o f  th e  m o d e ra to r  v a r ia b le s . A s  
e x p la in e d  e a r l ie r , H a c k m a n  an d  O ld h am  (1 9 7 6 ; 1 9 8 0 ) p ro p o sed  th a t m o d e ra to rs  c o u ld  
p la y  a  ro le  in  d if fe r e n t ia t in g  p e o p le  an d  u n d e rs ta n d in g  th o se  w h o  w i l l  (a n d  w h o  w i l l  
n o t) re sp o n d  p o s i t iv e ly  to  e n r ic h e d  jo b s . H a c k m a n  &  O ld h am  (1 9 7 6 )  in c lu d e d  o n e  
m o d e ra to r  th a t c o u ld  a f fe c t  th e  r e la t io n sh ip  b e tw e e n  in d e p e n d e n t an d  d ep en d en t 
v a r ia b le s , w h ic h  th e y  c a l le d  th e  G ro w th  N e e d  S tre n g th  (G N S ). In  th e ir  la t e r  w r it in g s , 
H a c k m a n  &  O ld h am  (1 9 8 0 )  e x p a n d  th e  m o d e ra to r  v a r ia b le s  an d  in c lu d e  o th e r  tw o  
v a r ia b le s : k n o w le d g e ; s k i l l  an d  c o n te x t s a t is f a c t io n . T h e y  p ro p o se d  th a t  fo r  jo b s  h ig h  
in  m o t iv a t in g  p o te n t ia l , th e  p e o p le  w h o  h a v e  su f f ic ie n t  k n o w le d g e  an d  s k i l l  w i l l  
e x p e r ie n c e  s u b s t a n t ia l ly  p o s i t iv e  f e e l in g s  a s  a  r e s u lt  o f  th e ir  w o rk  a c t iv it ie s . H o w e v e r , 
p e o p le  w h o  a re  n o t co m p e te n t e n o u g h  to  p e r fo rm  w e l l  w i l l  e x p e r ie n c e  a  g o o d  d e a l o f  
u n h a p p in e ss  an d  fru s tra t io n  a t  w o rk , p r e c is e ly  b e c a u s e  th e  jo b  “ co u n ts”  fo r  th em  an d  
th e y  do  p o o r ly  a t  it . T h e  o th e r  n e w  v a r ia b le  is  s a t is f a c t io n  w ith  th e  w o r k  c o n tex t: 
H a c k m a n  an d  O ld h am  (1 9 8 0 )  th o u g h t th a t th e  a sp e c ts  o f  th e  w o rk  c o n te x t (p a y m e n t, 
s u p e rv is io n , c o -w o rk e rs , jo b  s e c u r ity )  m ig h t  a f fe c t  th e ir  w i l l in g n e s s  o r  a b i l i t y  to  ta k e  
a d v a n ta g e  o f  th e  o p p o rtu n it ie s  fo r  p e r s o n a l a c c o m p lish m e n t p ro v id e d  b y  e n r ic h e d  
w o rk .
M a n y  o f  s tu d ie s  tr ie d  to  d e c id e  th e  ro le  o f  th e  G N S an d  o th e r  m o d e ra to rs  e ith e r  b y  
m e ta - a n a ly s is  ( e .g . S p e c to r , 1 9 8 5 ) o r  b y  f in d in g  th e  c a u s a l i t y  e f fe c t  b y  a p p ly in g  th e  
p a th  a n a ly s is  (e .g . W a l l  e t a l ,  1 9 7 8 , Jo h n  e t a l ,  1 9 9 2 ; B e h so n  e t a l ,  2 0 0 0 ) . S o m e  
s tu d ie s  in d ic a te  th a t G N S is  c o r r e la te d  w ith  w o rk  o u tco m es , in  p a r t ic u la r  w ith  jo b  
s a t is f a c t io n  an d  w o rk  p e r fo rm a n c e  (e .g . H a c k m a n  &  O ld h am , 1 9 7 6 , 1 9 8 0 ; A ld a g  e t
Chapter 2
et al, 2000; Leach et al, 2003). However, the cognitive mechanisms will be looked at
in detail in the fifth chapter.
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al., 1981). However, other studies conclude weak or no evidence for such an effect 
(e.g. John et al, 1992; White, 1978; Griffin, 1981). A  meta-analysis for the GNS role 
done by Spector (1985) indicates that there is some evidence for the hypothesized 
moderator effect on job  satisfaction motivation and performance, with the evidence 
for job  satisfaction being the strongest. A  high score on GNS indicates stronger 
correlation with all employee outcomes than employees low in need strength.
However, although the moderating role o f  the GNS is one o f  the assumptions o f  
the job  characteristics model, its conceptualization and measurement are rather weak 
(Parker & Wall, 1998). Parker and Wall added that the GNS, in general, refers to the 
top categories o f  Maslow’ s need hierarchy. Unfortunately, the literature has been 
inconsistent as to the precise composition o f  these needs. Furthermore, there are not 
enough studies at the present time to investigate the moderating effect o f  each 
individual need. Besides, the GNS role is rather weak and provides a limitation to job 
redesign intervention. Assuming that personality factors determine the success o f  the 
job  redesign limits the applicability o f  redesign intervention and limits outcomes only 
for employees who have the competence and capability to respond positively. The 
German Action Theory (AC) has something to say on this issue. Kompier (1996) 
indicated that while most job  design theories indicate that individual factors affect 
outcomes, the Action Theory more or less turned the issue around in the sense that it 
is believed that work enhances personality. Thus, a proactive personality will be an 
outcome rather than an input. This seems to be a better understanding o f  the role o f  
job  redesign in which proactive personalities are supposed to be an outcome o f  job 
enrichment rather than a variable that determines the success o f  the redesign 
intervention.
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Furthermore, the extended moderators o f  work context variables (e.g. payment, 
supervision, co-workers, job  security) did not receive as much attention from 
researchers as the Growth Need Strength. Hackman and Oldham (1980) indicated that 
people who have positive perception o f  the contextual variables e.g. social contact, 
good payment etc should respond positively to an enriched work design. Therefore, 
they hypothesised that contextual factors are moderating the relationships between the 
task characteristics and the mediating variables (the psychological states) as well as 
the relationships between the mediating variables and the outcomes o f  motivation, 
performance and satisfaction. However, field-testing by John et al, (1992) and Orpen, 
(1979) indicates a moderating effect for these variables with work outcomes. Oldham 
(1996) concluded, based on his literature review, that the research gave little support 
for the predicted role o f  context satisfaction. However, such variables should not be 
addressed as moderators as they represent core job  contextual characteristics that are 
essential to contemporary jobs. As explained earlier, recent research stressed the 
importance o f  contextual enrichment (e.g. social contact, payment, recognition) in 
perceiving jobs as quality ones and therefore, enhancing employees motivation, 
commitment and performance.
In conclusion, the mediator variables (the psychological states) seem to have an 
important theoretical role as they explain how work impacts might occur. However, 
not all the JCM’s mediators seem to be important with knowledge state being the 
most effective state (Behson et al, 2000). One explanation could be that the 
psychological states need to be freed from the narrow focus o f  the motivational 
mechanisms and include other mechanisms such as cognitive ones. Finally, the role o f  
moderating variables (the variables that explain ho will and who will not respond to 
an enriched job design) is considered a limitation to job  redesign intervention as
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individual factors should be addressed as part o f  the job  contextual factors that should 
be included as a core job  characteristics.
2.4.3 The predicted outcome variables
The final concern with the validity o f  JCM deals with the proposed work outcomes 
variables. In Hackman & Oldham’s (1976) writing, a number o f  work outcomes were 
mentioned: intrinsic work motivation, job  satisfaction, work performance, and 
absenteeism. In their later writings (i.e. 1980), absenteeism is no longer mentioned as 
a dependent variable, and work performance is replaced by work effectiveness. 
Hackman and Oldham (1976) reported moderate partial relationships between the 
proposed job  characteristics, mediators and outcomes. Furthermore, the model was 
successful in explaining 52% o f  the internal worker motivation variance, 48% o f  
variance in general satisfaction, and 59% o f  growth satisfaction variance. Work 
performance and absenteeism were not included in the regression analysis (perhaps 
because o f  the low correlations between the characteristics and performance and 
absenteeism).
Later research reported more or less the same results and showed that the job  
characteristics correlated moderately with the outcomes o f  satisfaction and 
motivation, and weakly with work performance (Fried and Ferris, 1987). One 
exception is reported by Kopelman (1985) in which the results showed that job  
satisfaction increased in 80% o f  the studies while the performance increased in 63%. 
In a meta-analysis by Behson et al (2000) using structural equation modelling, the job 
characteristics along with the psychological states managed to explain 38% o f  
variance in motivation, 42% o f  general satisfaction and 42% o f  growth satisfaction.
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Performance was not reported, as most o f  the examined studies did not include 
performance as a major outcome as originally proposed by Hackman and Oldham 
(1976).
The unsatisfactory indices o f  behavioural outcomes o f  performance and 
absenteeism were a major criticism posed by researchers and practitioners. From the 
handful o f  studies that tested behavioural outcomes, it seems that the JCM works 
better on a motivation and satisfaction level rather than on performance and 
absenteeism. Several explanations were given for such results. One o f  the 
explanations has to do with the methodology o f  measuring satisfaction and 
performance. Oldham (1996) argued that satisfaction and motivation were measured 
by items within the JDS while performance is assessed mainly using supervisors’ 
ratings to evaluate the quality and quantity o f  the work done. When all variables are 
measured in a single questionnaire using similar item formats, the variables tend to be 
more harmonious with each other than in comparisons with variables measured by 
different item format and different persons. Measuring the job  dimensions and the 
outcomes using the same method would increase the common method variance. 
Therefore, relationships involving the motivation and satisfaction measures may have 
been inflated because o f  the common method variance causing the results o f  
employees’ performance to appeal* weaker by comparison.
Another explanation o f  the differences o f  behavioural and personal outcomes could 
be due to the design o f  the studies. Parker and Turner (2002) indicated that job design 
research is dominated by cross sectional design without direct intervention procedures 
and argued that using another design would enhance the outcome results. Griffin 
(1991) used longitudinal design and provides excellent implications for how job
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design outcomes might be achieved and reported better performance indices over time 
for enriched jobs. However longitudinal design is not easy to control and requires 
extensive logistics and cooperation from organisations and employees, which not easy 
to achieve in reality. Some researchers suggested techniques for enhancing cross 
sectional designs by using enhanced statistical methods. For example, some 
researchers used the structural equation modelling technique to investigate the 
relationships directions (e.g. de Jong et al, 2001, Behson et al, 2000, John et al, 1992). 
The researcher reported that such a statistical technique was an enhancement to cross 
sectional design data as it allows researchers to test the assumption o f  the effect o f  
unmeasured latent variables.
The final explanation could be due to the fact that the five dimensions o f  JCM are 
insufficient to produce changes in performance. JCM focuses on enriching job  tasks 
and neglecting other important job  resources or contextual aspects such as social 
contact, work-life balance, rewards system, and communication quality which have 
demonstrated to have a positive influence on work performance (Robinson, 1996; 
Parker and Turner, 2002).
The last concern with JCM outcomes is neglecting employees’ wellbeing as one o f  
the desirable outcomes. The theoretical framework provided by Hackman and Oldham 
(1976; 1980) did not hypothesise wellbeing as one o f  the outcomes. Oldham (1996) 
argued that wellbeing is included in the JCM because job satisfaction is one aspect o f  
wellbeing and mental health. However, this assumption is not compatible with recent 
wellbeing research in which wellbeing is looked at from a different perspective such 
as a stress-free context (e.g. Warr, 1987), absence o f  emotional exhaustion (e.g. 
Demorouti et al, 2001) or absence o f  strain (Karasek et al, 1979).
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Moreover, the sources o f  wellbeing were seen by JCM as a matter o f  jobs having 
little variety and autonomy (i.e. content characteristics). This is not compatible with 
recent findings in which the contextual characteristics such as social support and 
work-life balance have become one o f  the important aspects in wellbeing. For 
example, Fletcher & Jones (1993) found that support accoimted for more o f  the 
variance in men’ s anxiety than demands and control together. Moreover, Johnson & 
Hall (1988) found indications that, for women, social support may be a more 
important predictor o f  cardiovascular disease relevance than work control. However, 
the relationship between situational characteristics and wellbeing is not a new concept 
in work design literature but has been neglected in the JCM.
To conclude, most o f  the studies that examined the JCM indicated that there are 
relationships between the job  characteristics and the proposed work outcomes. The 
model showed stronger influence on motivation and satisfaction outcomes rather than 
for work performance and absenteeism. Various reasons were presented for such 
inconsistency. To improve performance or behavioural aspects, a wider perspective o f  
the sources o f  work performance and job-related wellbeing, such as the job  contextual 
factors, is needed.
2.5  J O B  D E S IG N  A G E N D A  I N  T H E  M O D E R N  W O R K P L A C E
In the earlier sections, the current status o f  job  design approaches and JCM in 
particular was presented. As previously stated, the JCM was developed principally 
from studies conducted during the 1970s o f  male shop floor workers in large scale 
industrial manufacturing plants. Despite the fact that the work context and the 
workforce itself have changed dramatically since that time, the JCM remains the
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dominant influence in job design research and is yet to be superseded (Parker & Wall, 
1998).
The discussion so far has suggested that there may be a need for a broader range o f  
job  characteristics that are suited to work in the 21st century. Empirical research has 
shown that Hackman and Oldham’s core job  characteristics are not the only aspects 
that influence modern jobs. There is a growing literature around the need for a wider 
range o f  characteristics (e.g. cognitive characteristics o f  work, the job  contextual 
aspects etc. cf. Algera, 1998; Kuk et al, 1999; Parker et al, 2001). These suggestions 
merely demonstrate that a huge expansion on Hackman and Oldham’s model is vitally 
required.
However, before attempting any updating trial, some assumptions or proposals 
should be taken into account. The first proposal is that a great deal can be learned by 
applying existing knowledge to new forms o f  work and testing them in field studies. 
Indeed, it is almost inconceivable that the core issues o f  autonomy, variety and 
feedback will not be relevant in the modem workplace. Thus, the assumption 
proposed here is to explore new constructs that may have emerged in the modem 
workplace as a result o f  the technological revolution that have affected the nature o f  
work. This will allow the relevance o f  the JCM’s dimensions in contemporary jobs to 
be examined, as well as exploring any new components that might emerge as a 
reaction to workplace development or workforce composition.
The second proposal is that the concept o f  job  characteristics should be expanded 
to address job  contextual factors rather than the narrow focus o f  job  content aspects. 
In other words, recent workplace developments require ‘job  enrichment’ rather than 
just ‘task enrichment’ . Previous models can be described as ‘ task design’ models (e.g.
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JCM, DC) in which the focus was towards enriching job content variables (e.g. 
autonomy, variety) without paying attention to enriching the context in which the 
tasks are delivered such as the social support and the rewards system. By ‘ Job 
enrichment’ we mean that the enrichment programmes should address both the 
content and the context o f  the tasks. As explained earlier, workplace developments 
and workforce composition have emphasised the importance o f  contextual factors in 
improving employees’ performance and wellbeing. For example, demo graphical 
development o f  the workforce (e.g. more women, elderly workforce) requires more 
psychosocial variables such as social contact, work-home balance, secure jobs, 
recognition etc.
Although much research has identified many job  content or context characteristics, 
the proposal here suggests that the critical job  characteristics should be identified by 
the employees themselves and should not be influenced just by researcher opinion or 
practitioner expertise. In order to give a realistic and deeper explanation o f  employee 
needs in the current workplace, a strong evidence for the reasoning behind our choice 
for particular characteristics need to be provided. In other words, job  design requires 
methodology in which employees are directly asked about what they like 01* dislike in 
their jobs to reflect their opinion without hiding behind previous findings or 
theoretical explanations to justify researchers’ choice. Therefore, this research calls 
for participative methodology rather than an authoritarian one. Finally, as was 
explained in chapter 1, a study design that includes both qualitative and quantitative 
methodologies will be highly relevant in this respect.
Another assumption in this study is that any job  design modelling attempt should 
include the mechanisms that explain how work outcomes might occur. As presented
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in Table 2.1, some theories assumed direct relationships between job features and 
work outcomes (e.g. hygiene-motivation theory) assuming simply that enriching the 
particular features may lead to the achievement o f  the desired outcomes whereas other 
theories (e.g. JCM) assumed that relationships are more sophisticated and might be 
mediated or moderated by other variables.
However, the meta analysis o f  the utility o f  the JCM’s mediators indicated that the 
only valid mechanisms that has a significant role in the model is the ‘knowledge’ state 
(Behson et al, 2000). Therefore, the assumption here is that this state may still be 
relevant in modem jobs which are, as we indicated earlier in Chapter 1, knowledge 
oriented. However, this state should probably be addressed on a cognitive level rather 
than motivational one as it is now with the JCM (Parker and Wall, 1998). Holman and 
Wall (2002) tested the job  knowledge or job  learning at a cognitive level (i.e. skill 
utilisation and skill efficacy) and reported that the learning has a mediation effect 
between job design and work outcomes. However, this issue will be discussed in 
detail in the fifth chapter.
The final assumption within this research is that job  design theory should be more 
oriented to enhancing work performance and employee wellbeing. Job design should 
help in achieving satisfactory indices in work performance and employees’ wellbeing. 
However, it is expected that expanding job characteristics and identifying them from 
an employee’ s perspective as well as proposing relevant mechanisms will provide the 
right formula that will positively influence the individual work performance and 
employees’ wellbeing.
After outlining the research agenda, the above proposals will be achieved via 
answering three main questions. These questions are:
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- Do workers still consider the set o f  work characteristics identified by the JCM 
sufficient to capture the salient aspects o f  modem work?
- I f the JCM dimensions are insufficient in the modem workplace, what do 
current employees consider to be the critical job characteristics that are 
important in determining modem work quality?
- I f the first and second questions have been answered and the core job  
characteristics have been identified, what model can be formulated to achieve 
gains in behavioural outcomes (e.g. individual work performance) and 
psychological outcomes (e.g. job-related wellbeing).
These questions were the main goals for present research. In order to obtain 
satisfactory answers, three field studies were conducted, each o f  them was dedicated 
to answering one question.
The following chapters will be dedicated to presenting a detailed description o f  the 
three studies as well as a general discussion and concluding remarks.
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Chapter
3^
 E X P L O R IN G  A L L  T H E  P O S S IB L E  J O B  F E A T U R E S  IN  
C O N T E M P O R A R Y  JO B S : A  Q U A L IT A T IV E  S T U D Y
3.1 IN T R O D U C T IO N
T h e  literature review presented in Chapter 2 indicated that there are many 
developments that have occurred in the workplace during the last 30 years while 
developments in job  design theory remain below expectations. The discussion 
presented indicated that the picture o f  job  characteristics today is clearly far more 
complex than those suggested in the Hackman and Oldham’s (1976) core job 
characteristics model. The JCM was developed principally from studies that were 
conducted in the mid-20th century on male shop floor workers in large scale industrial 
manufacturing plants. Despite the fact that the work context and the work itself has 
changed dramatically since that time, JCM remains the domitiant influence in job 
design research. Rule et al (1999) in a large survey found that the JCM characteristics 
are inadequate to assess modem jobs such as those o f  dentists, social workers, nurses, 
receptionists, technicians etc. Most importantly, there is no empirical evidence that 
these five characteristics are the only important dimensions in contemporary jobs. 
Finally, some authors have suggested that there is a need for a wider range o f  
characteristics such as the cognitive characteristics o f  work, emotional demands and 
physical context (Kuk et al, 1999, Parker and Wall, 1998, Parker and Turner, 2002, 
Warr, 2002a).
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However, i f  there might be other dimensions for job  enrichment than those 
suggested by the JCM, an important question is raised regarding the best methodology 
to determine these new components. Do we rely on literature review and what recent 
research or expert practitioners have suggested as important dimensions for job  
enrichment or do we let employees themselves decide what they think o f  the critical 
job  characteristics that make jobs appealing and have the potential to raise their 
motivation, productivity and wellbeing?
In the first and second chapters it was argued that the first methodology (based on 
literature review) was implemented in many studies but did not solve many o f  the 
criticisms posed to the existing job  characteristics (e.g. Jans & McMahon ,1989; 
Stone & Guetual, 1984; Liden et al, 2000; Dressel and Francis, 1987, Chaser, 1998). 
As Algera (1998) has indicated, the list is long, and many can be added to the list o f  
total job  characteristics. Selecting any o f  these is a subjective issue because there is no 
empirical evidence that supports which aspects are the most important. However, as 
explained in chapter one, most job  design research developers (apart from hygiene- 
motivation theory) have identified the critical job  characteristics either through 
researchers’ personal experience (e.g. task attributes, Turner and Lawrence, 1965) or 
listing what literature has indicated as important aspects for optimising work quality 
without taking into account employees’ opinion or attitudes (e.g. Warr, 2002a; Parker 
et al, 2001). This lack o f  empirical justification raises speculation about whether those 
characteristics are representing the critical aspects o f  jobs or are they just the 
researchers’ opinions.
Accordingly, in the current study the second methodology has been adopted in 
which employees have been allowed to decide what the critical job  characteristics in
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identifying the critical job  characteristics in contemporary jobs. However, the external 
expert role here will remain vital but as a facilitator to help employees in articulating 
their ideas and expressing their needs but not enforcing them. Hence, the study is 
adopting an inductive methodology in which the researcher stimulates participants by 
talking to them about their jobs, the aspects they like and dislike as well as the aspects 
that bring them motivation or satisfaction. Therefore, features would come up during 
the interview as statements and will be identified later by using thematic content 
analysis. This methodology is believed to provide a deeper analysis and better 
understanding o f  employees’ needs and expectations.
Accordingly, the present study aims to achieve three primary objectives:
• To establish whether the dimensions o f  the JCM are still applicable in today’ s 
workplace.
• To identify all the possible j ob features in contemporary j obs.
• To discuss the implication o f  current findings for further investigation.
This chapter describes a qualitative investigation o f  the core job  characteristics in 
the JCM as well as a trial to extract a list o f  the desirable job  features o f  contemporary 
jobs. The methodology and the processes o f  extracting such job  design features are 
described in detail in the following sections. In addition, some theoretical and 
practical implications will be discussed in the realm o f  the changes that have taken 
place in the work context.
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3.2.1 Participants
The purpose o f  this investigation is to find out all the possible job  features in 
contemporary jobs. As such, it is important to have as a diverse a sample as possible 
o f  very different types o f  jobs. However, modem jobs such as the service sector, 
frontline jobs, and educated employees were in particular, taken into accoimt.
Accordingly, qualitative data was collected from a sample o f  75 employees. 
Participants were mainly identified randomly by the network sampling method. At the 
begimiing, the researcher located potential participants by checking personal contacts 
and asking them to participate in the study. After interviewing them they were asked 
to recommend other people with full or part time jobs who may be interested in 
participating. Moreover, local organisations and small businesses were asked to 
nominate a sample o f  their employees who might be interested in taking part. In 
general, data was collected from employees working in various organisations and job 
types (e.g. technicians, customer service, IT analysts, lawyers, teachers, sales 
assistants, consultants, secretaries etc.).
O f the participants in the current study, 34 were male and 41 female aged between 
18-75 years (M = 38.6 years, SD = 11.39). Work experience ranged from 2 -  360 
months (M = 49.5 months, —4.5 years, SD =  68.45) with 88% (n=66) o f  the total 
sample holding full-time jobs. Moreover, 56% (n=42) o f  the participants held a 
university degree and 30% (n=23) were educated to A-level standard and 14% held a 
GCSE or less. Concerning occupational level, 58.7% (n=44) o f  the participants were 
employees, 34.7% (n=25) were middle management, 4% (n=5) were high 
management and 2.6% (n=2) were self-employed.
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Distributing the sample over occupational sectors indicated that many o f  the 
sectors have been included with the biggest portion representing the service sector. 
Sales/marketing totalled 6.7% (n=5), service/customer support 28% (n=21). 
Professionals 24% (n=T8), IT based work, 6.7% (n=5), technical 10.7% (n=8), 
secretaiial/administrative 6.7% (n=5), academic 5.3% (n=4), and others 12% (n=9). 
Finally, in terms o f  economic category per year 53.3% (n=40) o f  the sample earn from 
£21- 40 thousand per year, 24% (n=18) earn from £11-20 thousands, and the rest 
earned £40 thousand or more.
However, a close look at the above distributions indicates that the participants’ 
work involves very different skills. The distribution follows the contemporary 
workplace context in which one can find a higher proportion o f  educated employees 
working in the service sector with adequate yearly income (cf. European commission, 
2004, Employment in Europe report). This distribution is beneficial for the study’ s 
purpose as the intention is to get away from the limitation o f  the JCM by not 
restricting the sample to traditional mechanics jobs. This would enable the researcher 
to see i f  there were any common job  characteristics across very different types o f  
work and in modem jobs in particular.
3.2.2 Materials and procedure
Initial preliminary interviews were conducted. The intention was to develop the 
study materials further. In this stage, five open-ended interviews were carried out 
(time range from 45-90 minutes) to talk about job  quality in general and to determine 
the interview’ s schedule outlines, the target sample, and the relevant information that 
should be collected.
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From the preliminary interviews and literature review (e.g. Hackman & Oldham, 
1975; 1976; 1980, Herzberg, 1959, Parker et al, 2001, Wan*, 2002), the final interview 
schedule (see appendix 1) contained 16 questions all participants were asked. The 
participant and researcher were free to investigate further any point o f  interest and the 
interviewees were free to discuss any issue related to the questions.
hi general, the interview schedule covered three main areas. Firstly, the warm up 
session in which participants were asked general questions concerning their 
demographic information (e.g. age, occupational level, occupation sector etc.). This 
was followed by discussion o f  their duties and tasks. Secondly, opened-ended 
questions about their perception o f  the positive and negative features in their jobs 
were asked (e.g. what aspects do you like/dislike about your job). Lastly, the 
interviewer asked the participants about the aspects in their jobs that make them feel 
motivated, satisfied, rewarded etc. and why? Interviews were tape recorded with 
permission and confidentiality was assured. The average interview time was 45 
minutes.
hi order to attain a wide range o f  responses, the interview schedule was developed 
into an open questionnaire. The same sequences o f  the interview’s open-ended 
questions were used. In total, 50 subjects completed the open questionnaire and 25 
subjects were interviewed.
Finally, after analysing all the 25 interviews and open questionnaires, two 
additional interviews were conducted and 5 open questionnaires were distributed to 
employees working in various occupations. The aim was to ensure that no further 
information could be attained. As the researcher is already aware o f  the statements 
that resemble the desirable job  features it was thought that it would be easy to
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distinguish any new statements that were not mentioned before. The additional 
information revealed no solid themes or new statements. Therefore, the researcher 
was satisfied that all possible job  features were covered and decided to stop data 
collection at the previous point (i.e. 25 inteiviews and 50 open questionnaires).
In conclusion, data were collected from 75 subjects either by interviews or open 
questionnaires that covered three aspects o f  each participant’ s job:
• Their perceptions o f  the positive and negative features in their jobs.
• The aspects they consider “ motivators” .
• The aspects that make them feel committed, satisfied, and rewarded:
3.3 Data analysis
The current study followed an exploratory framework and thus looked for key 
themes that may emerge across the sample. As this was an inductive analysis, the 
patterns themes and categories were expected to emerge from the data rather than 
being imposed prior to data collection and analyses.
Herzberg et al. (1959) indicated that in content analyses qualitative material is 
broken down by the assignment o f  an individual’ s ideas or thoughts into categories. 
These categories can be made objective enough, by the development o f  concrete 
criteria, so that a high degree o f  reliability in their use can be obtained. Therefore, the 
goal o f  content analysis here was to break down the conversations, thoughts or ideas 
into short statements describing either a positive or negative perception o f  a particular
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work feature to make reliable and valid inferences about what makes employees like 
or dislike their work.
As a first step, the 25 interviews were transcribed word by word using a 
transcribing machine. The demographic information was summarised, followed by 
questions and their corresponding answers. Open questionnaires were transcribed as 
the questionnaire was in fact another version o f  the interview schedule and the same 
sequence o f  questions were used. In total there were 75 scripts, each o f  which 
contained a summary o f  the demographic information and at least 16 questions 
followed by their corresponding answers.
After transcribing, the first step for the intensive analysis was reading all the 
scripts a number o f  times and taking down notes o f  the conversation topics, 
vocabulary, meanings that seemed interesting to identify the data relevant to the 
study’ s aims and objectives. The main aim in this step was to mark down any quotes 
that reflect relevant job features. Some o f  these quotes are presented in the next 
section.
3 .3  R E S U L T S
To provide a clear presentation, the result section is divided into two sections, hi 
the first section some example quotes are presented to give an idea o f  the main themes 
that were emphasised by the participants. The aim o f  this section is to give an idea o f  
the data collected and to examine the relevance o f  the JCM’s five characteristics in 
current workplace. In the second section, we tried to structure and refine all the
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quotes to produce a list o f  the possible job  features that can be found in contemporary 
jobs.
3.3.1 Testing the relevance of JC M ’s dimensions in contemporary jobs
The purpose o f  this section is to provide selected quotes indicated by the present 
participants to establish whether the JCM’s dimensions are still relevant in 
contemporary jobs. Content analysis revealed emerging themes that jobholders 
perceived as important features in their jobs. In general, there were characteristics that 
were important for most o f  the participants despite their different jobs. Some o f  these 
characteristics are those promoted by JCM and some o f  them new components. These 
are presented in Table 3.1 below:
Table 3.1: emerging themes with example quotes that jobholders perceive as 
important features in their jobs
Characteristics Example quotes
Autonomy (as JCM)
The degree to which the job 
provides substantial freedom, 
independence and discretion to the 
individual in scheduling the work 
and in determining the procedures 
to be used in carrying it out.
‘ I like my job because I can I manage my self... I decide when I 
start and when I stop... a lot o f freedom indeed’ 36, male, 
electronic technician.
‘ I left my previous job because I didn’t have much freedom... 
work, breaks... holidays... everything was structured... I hated 
it’ 62, male, court attendant.
‘The autonomy o f my job keeps me motivated’ 31 .female.
I would like to change my job to a self employed one, to work 
for my self 27, male, staff training manager.
‘ I need to be able to be independent... and just get on with 
things yourself really. I need to have the control to be able to do 
that’ 36, female, travel agent.
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V a r ie ty  (as JCM)
The degree to which a job requires 
a variety o f different activities so 
the worker can use a number o f 
different skills and talents.
T like my job because every day there is something different and 
there are new things to do’ 22, female, sales assistant.
‘I meet different investigators and different people who keep me 
busy all day... it’s a great job... unpredictable’ 30, female, 
behavioural investigator advisor.
‘My work is repetitive and boring and nothing interesting’ 34, 
male, mail sorting assistant.
‘I don’t just want to be a teacher full stop. I like doing a bit o f 
everything’ 35, female, teacher.
T a s k  id e n tity  (as JCM)
The degree to which the job 
requires completion o f a whole and 
identifiable piece o f work.
‘I feel satisfied in my job when I have done something 
completely from the beginning to the end’ 62, female, 
administrative secretary.
‘I feel satisfied when I come to work and everything is messy. 
Then after a while everything is clean’ 41, female, food sendee 
assistant.
‘I will be more satisfied and motivated if  I got the opportunity to 
design, research and deliver new cases’ 37, male, legal 
executive.
‘ I got the freedom to start any project and carry it over to the 
end’ 36, male, electronic technician.
‘In my previous job I hate that, as a team, everyone should fix 
part o f  the machine’ 29, male, car body repairer.
T a s k  s ign ificance (as JCM)
The degree to which the job has a 
substantial impact on the lives or 
work o f other people
‘ I like my job because I can provide the students with safety... 
you feel that you provide something to them especially when 
some parents thank me for taking care o f their sons and 
daughters’ 62, male, court attendant.
‘I feel satisfied when others perceive me as a knowledgeable 
person, not in the department, but in the whole company’ 33, 
female, human resources manager.
‘I like to have extra responsibility at my work, which I think will 
motivate me more’ 22, female, sales assistant
‘I have a managerial level but without responsibility on any one’ 
50, male, analyses programmer.
‘I direct all the service in my work... I have a budget and decide 
what to do with it... I have a team and I distribute the work to 
them... I give advice and decide who should come to me...’ 36, 
female, occupational health manger.
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F e e d b a c k  (as J C M )
The degree to which carrying out 
work activities required by the job 
results in the individual’s receiving 
direct and clear information about 
the effectiveness o f his or her 
performance.
‘I feel satisfied when I receive e-mails from people I served 
saying that I have done a good job ’ 62, female, administrative 
secretaiy.
‘ I feel rewarded when my manager likes my report and reviews 
it and finds some objective and helps me to be right... 
sometimes I receive some relevant comments’ 30, female, 
behaviour investigator advisor.
I have other team members working in other parts o f the 
company... it’ s very frustrating that you don’t receive feedback 
about what they are doing in a daily basis’ . 33, female, human 
resources manger.
F in a n c ia l benefits
The degree to which the job 
provides fair compensation and 
chances to earn extra money for 
extra responsibilities.
‘I would like to have extra money for extra responsibilities’ 36, 
male, electronic technician.
‘I like extra money in my work which will motivate me more’ 
32, male, stock control worker.
‘I feel satisfied when I receive die money at the end’ 62, female, 
administrative secretaiy.
‘If I will change my job it should be for a lot o f  money’ 50, 
male, analyses programmer.
Tn my previous job I wasn’t happy because I didn’ t get as much 
salary as I expected’ 57, female, building maintenance manger.
O p p o r tu n ity  fo r  
d ev e lo p m en t
The degree to which the job 
provides training chances to 
develop new skills or existing 
talents.
Tn big stores you can leam from different areas in the job ’ 22, 
female, sales assistant.
‘I enjoy my job because I can leam new things about odier 
cultures’ 27, male, society coordinator.
‘I enjoy the training aspect in my job ’ 25, female.
‘I feel satisfied when I feel that I learned something new... and 
getting personal development’ 35, female, business manger.
‘I would like to have a job which has more analysis o f training, 
to understand more about the training we deliver’ , 27, male, staff 
training manager.
‘I like working in the university here because there is 
opportunity for education and research' 37, male IT system 
administrator.
‘I need to finish my study before starting reports and 
investigations to improve my ground and become more 
knowledgeable’ 36, female, occupational health manager.
61
C hapte r 3
P h ys ica l e n v iro n m e n t
The impact o f the surrounding 
work environment on employees’ 
health and safety.
‘I hate the noise in my workplace’ 32, female.
‘My job is unhealthy, you can’t breathe well in the workplace’
34, male, mail sorting assistant.
‘I used to work in a factory but I resigned as soon as I got 
another chance, because the workplace was dark’ 32, male, 
electronic technician.
‘the physical environment... that’s important for die staff...one 
that’s homely but also one that’s functional... and just generally 
having the whole environment conducive to safety... it has a 
huge impact on the staff that work there and people’s mental 
health’ 36, female, ti-avel agent.
C h a llen g e
The extent to which the job 
provides stimulating tasks and 
goals to be achieved despite being 
told it is unachievable/ too difficult.
‘I like that I have a target to achieve’ 35, female, business 
manger.
‘I feel satisfied and motivated when I get a challenging task that 
requires designing and building equipment’ 36, male, electronic 
technician.
‘My satisfaction came from achieving new things and my job 
isn’t providing me with such a feeling any more’ 57, female, 
building maintenance manger.
‘ I enjoyed my previous job because it was unpredictable... you 
don’t know what will happen every day... sometimes they ask 
you to solve a problem within a software or a programme... it’s 
a very stimulating job ’ 37, IT system administrator.
‘ If I have die opportunity I will changed my job to find 
something more creative’ 47, male, analyser programmer.
‘There is no challenge in my current role... you do die same 
work all day. ..there is no fun’ 32, male, stock control.
R e co g n itio n
The extent to which an employee 
feels valued and appreciated for 
their experience, skills and 
knowledge.
‘ I liked the reward scheme for the best person who helped the 
company... I personally received it last year’ 57, female, 
building maintenance manger.
“I feel satisfied when die investigator says that my report helped 
in the right direction’ 30, female, behavioural investigator 
advisor.
‘If die managers give me a trainee I feel trusted and tiiat I am 
doing well in the job ’ 34, male, mail sorting worker.
‘The drought I am working in a big international company... 
keeps me working with die company... I feel proud and highly 
regarded’ 42, female, secretaiy.
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Superv isor/s  su p p o rt
The extent to which an employee 
receives encouragement, respect 
and support for advancement from 
his/her supervisor/ manager.
‘I like the managers in my work because they know how to run 
the business and they joke with us all die dme’ 34, male, mail 
sorting worker.
‘My managers are very kind, they treat you gently, they trust you 
and believe you’ 32, male, stock control worker.
‘ I hate my job because it’s difficult to deal with the section 
manager, he is rude... not friendly at all’ 25, female.
‘The most rewarding aspect in my job is my relationships with 
management and with my customers’ 37, female, business 
manager.
S ocia l con tact
The extent to which the job enables 
social contact with work 
colleagues.
‘I do a lot o f chatting with other people... I see and deal with 
many nationalities in the job... it’ s a really good place to make 
good friendships’ 29, male, society co-ordinator.
‘ I am a member o f a team... you can interact with your 
colleagues during the day... I really enjoy the communication 
quality between our team members’ 47, male, analyser 
programmer.
‘I meet a lot o f  people with different ages... I enjoy the 
transition o f people in front o f me... the reason that I am 
motivated is because I work with people who you talk to every 
day’ 41, female, food service assistant.
W o r k - l i fe  ba lan ce
The degree to which the job is 
flexible to reduce the job impact on 
home-family life.
‘I don’t like my evening shifts, they are not convenient to my 
family situation’ 32, male.
‘I loved die job that I left... but I had to drive for an hour every 
day and it was stressful driving and that was enough to leave... 
now I work a mile from where I live and it’ s a much better way 
of life really... now I can do other stuff that makes me 
appreciate my job more because my home life is better and that 
makes me more productive because I haven’t sat in die car for an 
hour..’ 35, female, travel agent.
‘I have two children at home. My job involves a lot o f  national 
travelling... I want to be able to spend quality time with my 
children... I don’t think that I spend enough time with them’ 33, 
female. Administrative officer.
S u p p o rtiv e  colleagues
The extent to which die job climate 
enables an employee to receive 
support form his/her colleagues e.g. 
back each otiier up when necessary
‘Working with my colleagues brings me motivation and 
satisfaction and reduces the work pressure’ 32, male, stock 
control worker.
‘I feel lonely in my current job and isolated... yes I have a nice 
office now but I work alone all day... I really miss my 
colleagues that I used to work with before I got promoted’ 30, 
female, behaviour investigator advisor
‘We work as a family... if  I have got something urgent and I 
need to be off for one or two hours I can ask one o f my 
colleagues to cover for me... I do the same to them as well... the 
management do not object as long as the job is not affected’ 42, 
female, secretary
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The above table does not represent all the themes that emerged as there were also 
features that were not fomid across the entire sample but were important within a 
specific working context such as the role ambiguity (i.e. the extent to which an 
individual has sufficient role related information to perform effectively). Although not 
relevant across all types o f  jobs, it was felt that these features are also important and 
cannot be discounted. Accordingly, the next section attempts to collect all the possible 
job  features that can be extracted from the data regardless o f  whether they were 
mentioned across the entire sample or not.
3 .3 .2  E x tra c t in g  a lis t o f  a ll  th e  possib le jo b  fea tu res
To obtain a valid and reliable list o f  all the possible job features, the qualitative 
data collected in this study went through a number o f  processes. These processes are 
described in detail in the next sections.
3.3.2.1 Quotes coding
All the quotes were initially coded into two categories, the first one was statements 
resembling positive job  features (i.e. features that they like in their jobs) and the 
second one was statements resembling negative job  features (i.e. features that they 
dislike in their jobs).
The next step was transcribing the coded statement into a special data analysis 
sheet developed by the researcher. At the top, this sheet contained a summary o f  the 
interviewee’ s demographic information (age, gender, educational level, occupation
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sector, employment type, occupational level and economic category) followed by two 
columns one for the positive job  features and one for the negative ones. In this way, 
the researcher transformed all scripts into data analysis sheets (75 sheets) and attained 
homogenised data that contained highly relevant statements about the desirable job 
features categorised as positive job  features 01* negative ones.
3.3.2.2 Coding verification
The second step o f  the data analysis was to verify the coding o f  statements 
extracted in the previous step to ensure that researchers’ subjectivity had not affected 
results especially in coding statements as positive 01* negative job  features. Therefore, 
five data analyses sheets were chosen randomly from the sheets pool and given, with 
their corresponding text, (interview transcription or open questionnaire) to two 
qualified and chartered occupational psychologists who were familiar with the 
research aims and objectives. The mission was to read the scripts and the 
correspondent analysis sheets and to decide i f  there were any misinterpretations or 
incorrect judgments. Furthermore, the assessors were asked to search for any further 
themes or features that could be extracted from the scripts. The results o f  verification 
confirmed what the researcher had found and no overlapping, misinterpretation, 
incorrect judgments, 01* further features were reported.
3.3.2.3 Statements’ reduction
Having 75 data analysis sheets each o f  which contained 10-20 statements were 
considered a huge number and needed reduction, especially since there was a great 
deal o f  redundancy and overlapping between statements and across cases. Therefore,
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the researcher decided to reduce the statements pool to a minimum. All the statements 
were entered into an Excel worksheet and data reduction was conducted. The first step 
was to eliminate all the repeated or overlapped statements. The next step was 
reversing each negative statement to the equivalent positive form. This step helped in 
eliminating the redundancy between the job  statements. Besides, it is the aim o f  the 
current study to produce a list o f  positive job  features not negative ones. This 
procedure enabled the researchers to reduce the data into 77 statements describing 
various positive job  features.
3.3.2.4 Job features formulation
The final step was to determine the concept behind each statement in the list using 
the job  enrichment terminology. Table 3.2 contains a list o f  all the possible job 
features perceived by employees working in contemporary jobs.
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Table 3.2: a list of all the possible job features in contemporary jobs
Job Features Interpretation
............
1. A job that is varied (requires doing different things) Variation in job content
2. A job that makes full use o f employee skills Variation in skill utilisation
3. A job that gives the opportunity to work outdoors Variation in job location
4. A job that requires using a number o f complex or high-level 
skills
Multi-skill tasks
5. A Job that offers good payment (per hour/a good salary) Amount of pay
6. A job that gives extra money for additional responsibilities or 
overtime
Flexible financial resources
7. A job that has benefits: paid sick leave, holidays, pension etc. Benefits package
8. A job that gives fair pay for employee contribution to the 
organisation
Payment fairness
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9. A job in which employees have good relationships with other 
colleagues
Good relationships with co­
workers
10. A  job that has good communication between members Social interaction-quality
11. A job that has some social events in the workplace (e.g. 
playing howling, snooker)
Social interaction- quantity
12. A  job that provides employees with the opportunity to interact 
with different people
Social interaction- intensity
13. A  job where employee co-workers are co-operative (not 
competitive)
Less competitive co-workers
14. A job where if a problem exists at work, one can discuss it 
with his/her colleagues
Supportive co workers
15. A job in which managers give employees information about 
their performance
Information about the 
consequences o f job 
behaviour
16. A job in which the work itself provides clues about whether 
or not employees are performing well
Task feedback
17. A job in which as a team employees know their progress, e.g. 
achieving a target or not
Team feedback
18. A job in which employee co-workers let him/her know how 
well he/she doing that job
External feedback
19. A  job in which tasks take a short time to do Psychological job demand
20. A job that has little responsibility and no stress Quantitative workload
21. A  job without tight deadlines in tasks Work pressure
22. A  job in which employees are familiar with all job tasks High role clarity
23. A  job in which employees have general directions for work 
duties
Role ambiguity
24. A  job that does not have many disruptions during workday Attention demand
25. A  job that does not require carrying the work over to home 
life
Work-home conflict
26. A  job that does not require doing things that ought to be done 
in a different way
Role conflict
27. A job that is convenient to family situation Work-home conflict
28. A job that does not require concentration all the time Attention demand
29. A job that does not require working at speed Psychological demand
30. A job that does not require much physical effort Physical job demands
31. A job that does not have very hectic workdays Psychological demands
32. A  job that has convenient shift-times Convenient shift time
33. A  job that has undefined work hours Flexibility of work hours
34. A  job in which employees do not receive incompatible 
requests from two or more people
Inter sender conflict absence
35. A job that is teamwork-based Teamwork
36. A  job in which the tasks match employees abilities Required skills
37. A  job that is related to employee qualifications Required skills
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38. A  job that has a quiet workplace Low workplace noise
39. A job in which air quality is important Adequate ventilation
40. A job in which the workplace temperature is appropriate Air conditioned workplace
41. A job in which high safety procedures are important Safe environment
42. A  job in which the managers encourage staff to make 
suggestions
Supportive management for 
decisions making
43. A job in which managers are NOT aggressive or 
inconsiderate
Non-hostile managers
44. A  job in which die managers care about employees Concerned supervisor
45. A  job in which the managers are good organisers and know 
how to nm the business
Effective leadership
46. A job in which employees are not watched all die time by 
managers
Absence of close supervision
47. A  job in which employees finish a piece o f work that adds 
value to the business
Significant role
48. A job in which employees work alone on his/her own 
initiative without direct supervision
Decision latitude
49. A  job in which employees start the product and cany it over 
to the end
Complete job
50. A job in which employees make decisions and implement 
tiiem without consulting others
Discretion
51. A job in which employees have personal space that provides 
them with adequate privacy
Adequate privacy
52. A  job that is not simple and repetitive Non-repetitive work
53. A job in which, as a team, employees decide how the work 
should be done
Team autonomy
54. A  job in which employees have the freedom to do work in the 
way he/she wants
Self-determination
55. A  job in which die employee is the only person responsible 
for die work he/she produce
Task identity
56. A  job in which die work employees produce affects someone 
else
Task interdependence
57. A  job that has high social status Job significance
58. A  job that expects high level o f planning and development o f 
strategies
Task significance
59. A job in which employees train and coach other team 
members
Responsibility
60. A  job in which employees gives advice to others Seniority
61. A job in which employees have the opportunity to grow 
through his/her work
Development chances
62. A job that has a stable future Job security
63. A job that keeps employees updated in his/her field Training opportunity
64. A  job in which employees leams new skills and develops 
abilities
Learning new skills
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65. A  job in which employees receive training that helps him/her 
to do work
Training adequacy
66. A job that has many educational opportunities (e.g. 
workshops, conferences, journal subscriptions etc.)
Development chances
67. A job that requires thinking quickly Utilisation of valued abilities
68. A  job that requires tackling problems and finding solutions Problem solving demands
69. A job that requires thinking and stimulating mind Creative tasks
70/ A  job that requires producing original ideas Originality
71. A job that does not require documenting all employee actions Creativity freedom
72. A job that contains minimum paper and administrative work Less administrative work
73. A job in which all the team have goals to achieve Challenging team tasks
74. A job in which employee receives high recognition for the 
work he/she produces
Recognised tasks
75. A job in which employees receive professional respect Self-respect from the job
76. A  job in which employee is highly appreciated by the people 
he/she has served
Rewarding schemas
77. A  job in which employee colleagues recognise his/her 
contribution to the organisation
Appreciation complements
Table (3.2) above represents a 77-item list with the correspondent interpretation, 
using job  enrichment terminology. These features were not mentioned by each 
individual participant, or relevant across all types o f  jobs but each o f  them was 
indicated by at least one participant.
3 .4  D IS C U S S IO N
The purpose o f  this investigation was to establish the relevance o f  Hackman and 
Oldham’ s core job  characteristics at the beginning o f  the 21st century. Another aim 
was to extract all the possible job  features in contemporary jobs from the employee’ s 
perspective. An analysis o f  the interview transcripts revealed that the JCM’s five 
characteristics are still relevant today because they were frequently mentioned during
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interviews. However, additional characteristics were found to be important. A  general 
discussion for these new characteristics will be presented in turn.
As mentioned in chapter 2, existing job  design knowledge will remain important in 
the current work context. The characteristics o f  autonomy, task significance, task 
identity, feedback, and variety remain relevant in contemporary jobs. For instance, 
feedback was addressed frequently by the participants. However, Hackman and 
Oldham’ s definition o f  feedback comes from the job  itself. This investigation found 
that feedback from external agents is also important:
7  fee l satisfied when I  receive e-mails fro m  people I  seized saying that I  have done a 
good jo b  ’ 62, female, administrative secretary.
This is supported by empirical research in which feedback from external agents has 
been shown to be important (Hackman and Oldham, 1980).
Other characteristics important to contemporary jobs are the support from 
colleagues and from supervisors. These were possibly the strongest characteristics to 
be identified by participants. These characteristics were found across the sample. 
Social contact was important and working with other workers was perceived a cause 
o f  motivation:
the reason that I  am motivated is because I  w ork with people who you can ta lk to 
every day ’ 41, female, fo o d  service assistant.
Social support was necessary whether the individual worked as part o f  a team or 
not. It came in the form o f  sharing the events o f  the day with colleagues both formally 
(in briefings, through supervision) and informally (coffee breaks, lunch hour, o f f  work 
events). Furthermore, supervisors and colleagues’ attitudes were also found to be
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important. Caring managers who are considerate and give opportunities for decision 
making participation as well as supportive co-workers whom they can socialise with 
and ask for help when they need it, were perceived as very important job  aspects. The 
importance o f  support from colleagues and supervisors is being more widely 
recognised. For example, a third dimension o f  the support has been added to the 
expanded demand-control model o f  strain (Karasek and Theorell, 1990).
Additionally, it seems that there is a huge emphasis on cognitive enrichment in the 
form o f  asking for challenging and stimulating tasks. These results are compatible 
with previous findings that indicated that cognitive enrichment is important in the 
modem workplace (e.g. Gottfredson, 1997; Parker et al, 2001; Warr, 2002; ICuk et al, 
1999; Parker and Turner, 2002; Leach et al, 2003). This result may be an outcome o f  
the growth in service and knowledge work. Jobs in these contexts (and indeed in 
manufacturing) are becoming more knowledge-oriented (Parker et al, 2001). Frankell 
et al (1999) noted that problem solving demand is increasing in modem work context 
because o f  a greater product variety, the requirement for employees to cany out 
multiple roles, and more frequent policy and procedural changes.
Another characteristic that was addressed by the cunent sample and neglected by 
JCM (and other job  design theories) is the organisational rewards (financial rewards 
and recognition). Both characteristics were addressed across the sample. Jobholders 
wanted to receive adequate salary in comparison with the efforts provided and were 
perceived as cause o f  dissatisfaction:
‘In  my previous jo b  I  wasn’t happy because I  d id n ’t get as much salary as I  expected ’ 
57, female, build ing maintenance manger.
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Similarly, jobholders wanted to be recognised for their knowledge, skills and 
experience within their profession. Recognition could come from within the 
organisation or from outside. This may overlap to some extent with Hackman and 
Oldham’ s ‘task significance’ .
Work-home conflict and home-work conflict was important for job  satisfaction. 
Although not an actual characteristic o f  the job  itself but a factor on the job  context 
(difficulties in juggling the demands o f  work and family roles), the demand inherent 
in the work had a huge impact on an employee’ s private life, which impacted on work 
and caused a negative effect. Flexibility o f  the work is a key component here. It was 
important that work was flexible enough to allow things that were important to the 
wellbeing o f  the individuals to take place such as shift pattern, nursery facilities etc.. 
In the case o f  the travel agent, her previous job  was so detrimental to her home life 
that she left her job  for something that would give her more quality time in her social 
life. This brings to the fore the fact that a person’ s satisfaction at work may not be 
purely down to the job  itself but due to the impact that the job has on their outside 
life. Thus, work and home life are inextricably linked and have an impact on one 
another. The JCM and other job  design theories do not account for this which is a 
problem that characterises job  design theory in general.
Physical environment was also important when the environment had a direct 
impact on the mental health or safety. For example, a safe environment was 
fundamental to the mail sorting assistant because o f  its impact on the safety o f  the 
workers who worked there in a dusty and closed environment that affects their ability 
to breathe well. It was also important for the travel agent because o f  its impact on the 
mental health o f  the employees:
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it  has a huge impact on the s ta ff that w ork there and people ’s mental health ’ 36, 
female, travel agent.
This again raises the point that characteristics such as this are context specific but 
still have fundamental considerations. Hackman and Oldhams’ JCM is job  content 
specific and does not account for such contextual characteristics. Empirical research 
has shown that improved design o f  office conditions enhanced both employee 
satisfaction and production (Dressell and Francis, 1987). The physical environment 
has been relatively overlooked in job  design theory.
Teamwork also appeared to be important, although it was not mentioned by all 
participants. It was considered important but only in environments where the work 
was organised within a team. Interestingly, team work was found to have both 
positive and negative effects on employees. Teamwork with very high 
interdependence or heterogeneous team members caused stress:
‘With group work some times the w ork can slow down ’ 32, male, Sale assistant
“In  teamwork you need to compromise and nobody is happy at the end”  37, male IT  
system adm inistrator
“Some personalities are d ifficu lt to w ork with and i t ’s d ifficu lt to reach a decision 
especially w ith b ig g roup ”  35, female, Human resources manager.
Conversely, other people expressed that they liked teamwork because it involves 
meeting many people. This came out very strongly from the interview with the 
occupational health manager in which she expressed her dissatisfaction because she is 
part o f  a virtual team and can not interact with them:
T have a team but a ll o f  them in other branches and we don ’t contact on daily  
basis... ’ 36, female, health occupational manager.
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Other people indicated clearly that they like the teamwork because it involves social 
interaction:
7  like the o f f  site meetings w ith my team to go to a pub to have a d rink o r a chat '29, 
male, car body repairer.
‘In  teamwork people can help each other... and you can work w ith different people ’ 
47, male, analyser programmer.
This is a critical consideration and brings to the fore the actual importance o f  
teamwork as a job  characteristic. Previous research was controversial in determining 
the degree o f  importance o f  teamwork. Socio-technical theory has emphasised the 
importance o f  teamwork for both employees’ productivity and mental health (Chems, 
1976). However, research by Spreg et al (2000) found that teamwork was important 
for specific contexts in which the work process required teamwork. The current study 
found that employees whose work required little interdependence but was structured 
as a team effort expressed their dissatisfaction. In this context, people thought that 
they could do the job  better alone especially when they feel that they have to take on 
the responsibilities and mistakes o f  the team as a whole (e.g. ‘With group work some 
times the work can slow down ) .  Thus, a key point to satisfaction and productivity is a 
fit between the type o f  the production process and the chosen form o f  work design 
(Parker and Wall, 1998).
To summarise, the results obtained in this study indicate that workers still consider 
the JCM dimensions as relevant aspects o f  their jobs, but also mention other aspects. 
Comparing the present results with the JCM characteristics revealed that the JCM’s 
characteristics are still valid. The characteristics o f  variety, task significance, task 
identity, autonomy, and feedback are still relevant as they can be found scattered 
among the job  features list. However, other characteristics not addressed by the JCM
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were found to be crucial to employees’ lives. Most o f  these features are related to the 
job  context factors (e.g. payment, social contact, friendly co-workers, supervisors’ 
practices, work structure, recognition) and to the cognitive characteristics o f  the job 
such as training opportunities, challenging tasks, chances for tackling problems and 
finding solutions, and stimulating tasks.
However, it is important to mention that the characteristics presented in Table 3.1 
have been elected from selected quotations. These characteristics were neither found 
across the sample nor do they represent the critical job  characteristics in contemporary 
jobs. Therefore, the second part o f  the content analysis was concerned with producing 
a comprehensive list by identifying all the possible job features that current 
participants addressed as important aspects in their jobs. Thus, Table 3.2 presented 77 
job  features that were perceived as job  features necessary in contemporary jobs and 
influence employees’ comfort, commitment, motivation to work harder, satisfaction, 
feeling rewarded and creates a state o f  wellbeing. The interpretation o f  these features 
indicates that they represent a wide range o f  job  enrichment characteristics. However, 
it is difficult to determine at this early stage whether all these features are critical or 
not.
Finally, these results provided an indication o f  the job  features that emerged in the 
modem workplace as a reaction to the technological revolution or modem work 
systems. It seems that employees nowadays prefer jobs that provide them with a 
challenge, stimulation, originality, opportunities to be creative, training adequacy, 
opportunity for developing skills, good payment, good working conditions and jobs 
that do not intervene in their personal life. These results are compatible with empirical 
research conducted in high technology workplaces. For example, Jackson et al (1993)
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indicated the cognitive demand (e.g. problem solving, production responsibility, 
uncertainty) are essential characteristics required by workers in high manufacturing 
systems. Furthermore, Gottfredson (1997) noted that people working in complex 
occupations prefer jobs to be unstructured, entail much self direction, general 
responsibility, variety and change, attention to detail, good communication quality 
and supportive management.
However, it should be noted that not all the extracted features are completely new 
to job  design as some o f  them were mentioned partly or briefly in job  design literature 
either as moderator (e.g. growth need strength in JCM) or contingent variables, hi the 
current study, it seems that these features are strong enough to be listed as part o f  the 
job characteristics list. Employees nowadays expect jobs to be proactive and provide 
them with stimulation rather being passive. This issue will be discussed in detail in 
Chapter 4.
3 .5  S treng ths  an d  lim ita tio n s
The current results represent employees’ opinions o f  the all the possible job 
features in contemporary jobs and were a participative effort between employees and 
the researcher. The results were not influenced by the researcher’ s background or 
personal experience. These findings contribute positively to one o f  the existing job 
design theories’ criticisms mentioned earlier in which none o f  them addressed 
employees’ opinions about what can be considered as important job  features. The 
results emphasised some workplace features that were overlooked by the JCM and 
other job design approaches (e.g. physical environment, work life balance).
C hapte r 3
76
However, it is important to mention that the job  features list presented in Table 3.2 
have been elected from a relatively small sample o f  75 participants. A  great deal o f  
research would be required to investigate these further. Also, it is not clear at such 
early stage whether these are distinct features in their own right or whether some may 
overlap or merge together (e.g. recognition and task significance features, social 
support and social contact). Further investigation would be required (e.g. factor 
analysis) to test whether these characteristics are, first important job  features in all 
contemporary jobs and second i f  they are distinct empirical constructs or not.
3 .6  C O N C L U S IO N  A N D  F U R T H E R  D IR E C T IO N S
In answer to the original question posed by this investigation it can be concluded 
that Hackman and Oldham’s job  characteristics are still relevant today. However, the 
diversity in today’ s working practices and the workforce itself means that there are 
many more characteristics that need to be considered. It is not surprising that the huge 
diversity in working practices today in comparison with the 20th century has led to a 
greater diversity o f  characteristics. Neither it is surprising that there are specific 
characteristics that are unique to particular context and individuals. This is not to say 
the JCM should be completely disregarded but should attempt to understand the range 
o f  characteristics to be considered and identify which characteristics are o f  relevance 
to contemporary jobs.
However, identifying the critical job  features among the present list is rather 
difficult. The current study was designed for exploratory purposes and deciding the 
importance degree o f  each feature is difficult to achieve from the current data as some
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features were only indicated by one or two subjects. Therefore, these features need to 
be differentiated based on their degree o f  importance using a larger size sample and a 
variety o f  jobs. Furthermore, it is difficult to establish whether these features are 
distinct in their own right or whether they might merge i f  further investigation were to 
be carried out. As an example, the desirable feature 'A jo b  that has high level o f  
planning and development o f  strategies ’ that represent the feature o f  ‘responsibility’ 
can be categorised under the broader characteristic ‘challenge’ characteristic. 
Therefore, looking deeply at the concept behind these features indicates that they can 
be grouped into wider categories i f  further investigation were to be earned out.
Finally, this study has adopted a methodology that employs qualitative and 
quantitative techniques. Therefore, these qualitative data need to be confirmed 
quantitatively to establish whether they are important features in all jobs at all levels. 
This multi methodologies perspective is supported by a recent move in social science 
towards multi-method approaches that tend to reject the single analytical paradigms 
and move towards multi perspectives. Creswell (1994) noted that in social sciences, a 
preferable way to apply the multi-method perspective is to have a stage o f  qualitative 
study as a precursor for a quantitative one. Therefore, the next study will attempt to 
confirm the degree o f  importance o f  each feature using quantitative techniques and 
then categorise them into broader dimensions using statistical methods (i.e. factor 
analysis). This study will be described in detail in the next chapter.
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Chapter
4 ID E N T IF Y IN G  T H E  C R IT IC A L  J O B  C H A R A C T E R IS T IC S :  
A  C O N F IR M A T O R Y  S T U D Y
4.1 IN T R O D U C T IO N
-s presented in Chapter 3, qualitative data collected from 75 employees 
followed by content analysis has resulted in 77 job  features that seem to be important 
in contemporary jobs. The job  features presented in Table 3.2 have been selected 
from various job  types and occupational sectors that give extra evidence o f  their 
relevance in the current workplace. Participants mentioned some ‘new’ job  aspects 
that were not addressed by job  design theories and the Job Characteristics Model in 
particular. Most o f  these features are related to the job  context factors (e.g. payment, 
social contact, friendly co-workers, supervisors’ practices, work structure, 
recognition) and to the cognitive characteristics o f  the job  such as training 
opportunities, challenging tasks, chances for tackling problems and finding solutions. 
However, it is not clear at such an early stage whether these are distinct features in 
their own right or whether some may overlap or merge. Therefore, the current study 
will address the second step o f  present research in which the researcher will try to 
bring structure to these features using empirical techniques. First, we will try to 
determine whether these features are important aspects o f  all contemporary jobs and 
second, i f  they are distinct constructs or they can be categorised into broader 
dimensions.
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Concerning the first point (the degree o f  importance), there are two perspectives in 
determining the degree o f  importance o f  each o f  the job  features listed in Table 3.2. 
The first option is to distinguish their ‘ degree o f  importance’ from the employee’ s 
point o f  view. That is, by asking employees directly about the features that they 
consider the most important aspects within their jobs. The second perspective is 
distinguishing their ‘ degrees o f  importance’ based on the amount that they contribute 
to enhance work performance, health, commitment, wellbeing etc. That is, by 
exploring the associations between these features and the work outcomes (e.g. 
regression analysis). The latter technique would help in determining the degree o f  
importance based on the contribution o f  each feature to the total explained variance in 
work outcomes such as employee’ s performance and wellbeing. Although both 
perspectives are relevant, we adopted the first perspective (i.e. the employee’ s 
opinions) as this issue was determined earlier in which we decided to identify the 
critical job characteristics from the employee perspective. As we explained in the first 
chapter, none o f  the job  design developers addressed the employee’ s opinions when 
they identified the critical job  characteristics and relied on literature review and their 
personal judgment or in the amount they contribute to the explained varience. 
Therefore, dais study is trying to avoid such criticism.
Accordingly, this study has two aims. The first aim is to distinguish the important 
job  features from the less important ones from the employee’ s perspective. This aim 
will be achieved by converting the 77-item list obtained in the first study to a 
checklist with a 5-point Likert scale ranging from ‘very important’ to ‘not important 
at all’ . The checklist will be distributed to a large sample o f  employees working in 
various organisations and job  types, asking them to determine the degree o f  
importance o f  each feature in the list. After excluding the less important job  features,
C hapter 4
80
the second aim is to structure the shortened list o f  the important job  features into 
broader dimensions. As indicated earlier in chapter 3, looking at the concept behind 
these features indicates that they can be grouped into wider categories. Therefore, the 
factor analysis technique will be used to structure the important job  features into 
broader dimensions. The extracted dimensions will represent the critical job 
characteristics in the modem workplace.
hi summary, the current study aims to accomplish the following objectives:
1- Confirming the generalisability o f  the job  feature quantitatively to establish 
whether they are valid to all job  types.
2- Distinguishing the important job  features from the less important ones using 
quantitative techniques.
3- Structuring the important job  features into broader dimensions that will 
represent the core job  characteristics in the modem workplace.
In view o f  this, the current chapter describes a confirmatory study to verify the 
positive job  features list described in chapter three. The methodology section 
describes the sample, materials and procedures used in the study. The results section 
is divided into two parts; the first describes the process o f  distinguishing the important 
job  features from the less important ones using percentages. The second part explains 
the process o f  running an exploratory factor analysis on the shortened list o f  the 
important job  features to categorise them into broader dimensions, as well as labelling 
them using job enrichment terminology. The fourth section discusses the theoretical 
concepts behind each extracted factor, as well as their compatibility with findings that
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could be found in organisational psychology literature. The last section provides a 
general discussion and implications for further job  design research.
4 .2  M E T H O D O L O G Y
4.2.1 Sample
Data was collected from a cross sectional sample consisting o f  424 employees 
working in various British organisations and job  types. The sample was mainly an 
opportunity one. 88 organisations were contacted and asked to take part in the study. 
18 organisations sent their apologies for different reasons (e.g. time unsuitability, not 
interested etc.), 17 responded positively and took part, while the rest (i.e. 53 
companies) did not send any response. O f the 17 organisations who agreed to 
participate, employees where approached and asked to fill in the checklist on a 
voluntary basis, 424 responded and sent back their responses directly to the 
researcher.
The jobs included in the sample were highly heterogeneous and mainly white 
collar. Both public and private organisations were included. O f the sample, 59.4% 
were women and 40.6% men. The age range was between 17-73 (mean= 34, SD= 
13.53). 34 % (n=144) were age 25 years or younger, 22.4% (n=95) were between age 
26 and 40 years, and 42.9 %  (182) were age 40 years or older. The average duration 
o f  the present employment was 38.45 months —2 2  years (SD= 56.95). In terms o f  
participants’ occupation sectors, there were 5.9% working in sales/marketing, 14.6% 
in services/customer support, 11.3% professional, 25% secretarial/administrative, 8%
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technical, 15.6% computer/IT, 1.2% manufacturing, 14.2% academic, and 4.2% work 
in other sectors.
Moreover, in terms o f  occupational level, 74.8% o f  the sample were employees, 
18.4% middle management, 4.7% high management, and 1.9% self employed. 60.2% 
o f  the entire sample have a university degree, 9.7% technical college, 11.9% A-levels, 
9.4% GCSEs, and 2.2% without any formal education. Finally, the sample’ s yearly 
salary ranged from £5 to 40+ thousand with 14.6% with relatively low yearly income, 
47% o f  them earning between £10 and 20 thousand per year, 35.1% from 21-40 and
3.3 earning £40+ thousand per year.
Comparing the present sample with the one in the first study indicates that both o f  
the samples are similar in terms o f  education level, age and gender distributions, and 
the occupational sector. In this sample, the focus was, again, on white collar jobs such 
as services and professional work which represent the highest portions in the sample. 
However, the present sample is not compatible with the previous one in terms o f  
occupational level and yearly income. The present sample is dominated by 
participants who are, in terms o f  occupational level, just ‘ employees’ (i.e. 74.8%) 
with less yearly income (47% between £10-20 thousand per year). The sample in the 
first study had a higher proportion o f  employees holding a managerial position with 
higher income. The sample in the first study was intentionally meant to be oriented to 
such categories because it was expected that such jobholder will be better able to 
describe the requirements o f  contemporary jobs. Warr (1996) indicated that 
employees, who do not have financial problems, are more satisfied with their working 
conditions. The task in the present study was not to distinguish the job  features but 
rather to determine whether they are important features in their jobs or not. As such,
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the distribution o f  the present sample is helpful in that respect. Besides, this is the 
natural distribution o f  the workforce in which ‘ employees’ are more than managers.
4.2.2 Measures
The 77-item job  features list attained in the pilot study was converted into a self- 
descriptive checklist containing 77 questions (Job Features Checklist: see appendix 
3). A  five point Likert scale ranging from 1 (not important at all) to 5 (very important) 
was used to assess the degree o f  importance o f  each item. All the items were 
descriptive statements and were introduced with an introductory question “How 
important it is for you to have . . .”  then followed by a positive format o f  a job  feature 
(e.g. a job  that is varied; a job  that offers you good payment, a job  that makes full use 
o f  your skills etc.).
The checklist contains instructions about the purpose o f  the study, aims and the 
anonymity o f  participants’ data. Participants were asked to think about jobs that they 
have held or they wish to hold, then read each item and decide the importance o f  each 
item using a quantum ranging from 1 (not important at all) to 5 (very important). 
Finally, participants were asked to indicate their gender, age, tenure, educational 
level, occupational sector, occupational level, and economic category per year.
4.2.3 Procedures
Two versions o f  the checklist were developed, an electronic one and a hard copy. 
Each participant was given the choice o f  which to complete. With the electronic copy
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the participant completed and submitted the checklist online using his or her internet 
connection. Choosing the hard copy option, the participant could fill in the checklist 
using paper and pencil and submit it either personally or via freepost.
A  pilot sample (10 persons) was asked to complete the checklist (the hard copy 
version) and to report the time needed for filling as well as any confusion or 
misunderstanding they might have during completion. The average filling time was 
15 minutes and no confusion or difficulties were reported. As explained earlier in the 
sample section, 17 companies participated in the survey and 422 participants sent 
there responses either online or via preaddressed freepost envelops.
4.2.4 Data analysis
All data were analysed using the SPSS software package. Because all the items 
were in a positive format, none o f  the items were recoded and were entered as they 
were estimated by the participants (between 1 and 5). Data were analysed at group 
level. Items attaining an average score around five indicated a high level o f  
importance while items with an average score o f  around one meant that the particular 
item was not important at all. For the demographical information, apart from the 
experience section which was recalculated in months, all the items were entered using 
the original score provided by the participants. Finally, missing data were excluded 
using paiiwise deletion (e.g. Tabachnick and Fidell, 1996). Two analytical steps were 
used to achieve the study objectives:
1) Descriptive statistics (percentages) were used to identify the important job  
features and excluding the less important ones.
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2) Exploratory factor analysis was used to categorise the important job  features 
into broader dimensions.
All data was tested for their normality. Skewness and kurtosis results indicated that 
many o f  the items were normally distributed except items number (8, 10, 22, 43, 55, 
65, 70,) which have a skewness and kurtosis higher than 1. Reviewing the frequency 
tables for these items indicated that the responses were polarised either to the negative 
side (not important at all) or the positive side (very important). However, following 
the aims o f  this study such polarised responses are preferable.
4.3  R E S U L T S
4.3.1 Identifying the important job features list:
One o f  the aims o f  the current study is to confirm the generalisability o f  the 
qualitative job  features list attained in the pilot study by distinguishing the important 
job  features from less important ones using statistical techniques. To achieve this aim, 
the degree o f  importance o f  each o f  the job  features was determined using 
percentages. Specifically, responses on each item were recoded for the 424 
participants. Based on the five-point Likert scale responses (see appendix 3), two 
categories were created. The first category contains items that received responses o f  
cl ’ , ‘2 ’ or ‘ 3 ’ which represent the less important job  features. The second category 
contains the items that received responses o f  ‘4 ’ or ‘ 5 ’ , which represent important job 
features.
The recoding criterion was determined by analysing the logic behind the 5-point 
Likert quantum used in this study. ‘2 ’ and *1* choices represent “ not important at all*
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and ‘not important’ preferences respectively. A  ‘ 3 ’ response represents the neutral 
choice; this means that the participants have no preference regarding this item. ‘4 ’ and 
‘ 5’ choices represent “ important”  and “ very important”  preferences respectively. The 
study was concerned with identifying the items that are important rather than those 
attained poor or neutral responses. Items that were indicated as important job features 
by 51% o f  the participants were considered as important job  features. Table 4.1 
displays the percentages o f  both categories. Items that were addressed as important 
job  features by more than 51% o f  the participants are presented in boldface type.
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Job Features N Important%
Less
important
%
1) A job without tight deadlines in your tasks 423 19.6 80.4
2) A job that requires you to use a number o f  complex or high-level skills 422 70.6 29.4
3) A job in which air quality is important 421 67.9 32.1
4) A job that requires you to produce original ideas 423 67.1 32.9
5) A job in which as a team you know your progress, e.g. achieving a target or 
not
6) A job that is related to your qualifications
423 86.3 13.7
421 56.3 43.7
7) A job that does not require carrying the work over to your home life 424 67.7 32.3
8) A job in which the managers are good organisers and know how to run the 
business
424 95.3 4.7
9) A  job in which the managers care about you 422 94.3 5.7
10) A job in which the managers encourage staff to make suggestions 423 93.1 6.9
11) A job that does not have many disruptions during your workday 424 23.8 76.2
12) A job in which the work itself provides clues about whether or not you are 
performing well
423 72.6 27.4
13) A job in which the work you produce affects someone else 424 67.9 32.1
14) A job in which the workplace temperature is appropriate 423 76.6 23.4
15) A job in which you are familiar with all your tasks 420 48.1 51.9
16) A job in which you are highly appreciated by the people you have served 421 82.2 17.8
17) A job in which you are not watched all the time by managers 423 76.1 23.9
18) A job in which you are the only person responsible for the work you 
produce
422 25.1 74.9
19) A job in which you do not receive incompatible requests from two or more 
people
422 47.2 52.8
20) A job in which you finish a piece o f  work that adds value to the business 421 77.7 22.3
21) A job in which you give advice to others 421 58.4 41.6
22) A job in which you have good relationships with your colleagues 422 95.7 4.3
23) A job in which you have general directions for your duties 418 70.0 30.0
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Job features N Important important
24) A job in which you have personal space that provides you with adequate 422 67.5 32.5
privacy
25) A job in which you have the freedom to do your work in the way you want 422 80.1 19.9
26) A  job that requires thinking and stimulating your mind 422 96.4 3.6
27) A job in which you leam new skills and develop abilities 423 92.4 7.6
28) A job in which you make decisions and implement them without consulting 421 34.3 65.7
others
29) A job in which you receive high recognition for the work you produce 421 71.0 29.0
30) A job in which your tasks take a short time to do 422 5.2 94.8
31) A job in which you receive training that helps you to your work 419 80.7 19.3
32) A job in which you start the product and carry it over to the end 421 50.4 50.6
33) A job in which you train and coach your team members 423 36.9 63.1
34) A  job in which you work alone on your own initiative without direct 422 46.8 53.2
supervision
35) A job in which your colleagues recognise your contribution to the 421 48.5 51.5
organisation
36) A job that does not require documenting all your actions 422 44.1 55.9
37) A job in which your managers give you information about your 422 74.9 25.1
performance
38) A  job in which you receive professional respect 422 84.8 15.2
39) A job in which, as a team, you decide how the work should be done 420 65.5 35.5
40) A job that contains minimum paper and administrative work 421 26.8 73.2
41) A job in which the tasks you do match your abilities 420 79.5 20.5
42) A job that does not have very hectic workdays 422 15.9 84.1
43) A job in which managers are NOT aggr essive or inconsiderate 421 92.9 7.1
44) A job that does not require concentration all the time 418 20.6 79.4
45) A job in which your co-workers let you know how well you are doing that 420 49.3 50.7
job
46) A job that does not require doing things that ought to be done in a different 418 25.8 74.2
way
47) A job in which all the team have goals to achieve 418 70.8 29.2
48) A job that requires you to think quickly 421 38.5 61.5
49) A job that expects high level of planning and development o f  strategies 418 41.1 58.9
50) A job  that gives extra money for additional responsibilities or overtime 421 70.8 29.2
51) A job where your co-workers are co-operative (not competitive) 421 88.6 11.4
52) A job that gives you the opportunity to work outdoors 415 21.4 78.6
53) A job that has a quiet workplace 422 32.9 67.1
54) A job that has a stable future 421 81.9 18.1
55) A job that has benefits: paid sick leave, holidays, pension etc. 421 94.5 5.5
56) A  job that has convenient shift-times 421 63.2 36.8
57) A job that has good communication between team members 421 97.1 2.9
58) A job that has high social status 422 27.0 73.0
59) A job that has little responsibility and no stress 419 9.8 90.2
60) A job that has many educational opportunities (e.g. workshops, 420 47.6 52.4
conferences, journal subscriptions etc.)
61) A job that has some social events in the workplace (e.g. playing bowling, 421 42.3 57.7
Snooker)
62) A job that has undefined work hours 418 16.0 84.0
63) A job that is convenient to your family situation 419 74.2 25.8
64) A job in which high safety procedures are important 420 63.8 36.2
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Job features N Important%
Less
important
%
65) A job that is simple and repetitive 419 1.2 98.8
66) A  job that is team-based 422 46.9 53.1
67) A job that is varied (requires doing different things) 418 93.5 6.5
68) A  job that keeps you updated in your field 422 85.8 14.2
69) A  job that makes full use o f  your skills 421 90.3 9.7
70) A  Job that offers you good payment (per hour/a good salary) 420 89.8 10.2
71) A job that provides you with the opportunity to interact with different 422 44.3 55.7
people
72) A job that requires tackling problems and finding solutions 422 83.9 16.1
73) A job in which you have the opportunity to grow through your work 419 87.1 12.9
74) A job that does not require much physical effort 420 11.7 88.3
75) A job that does not require working at speed 421 9.7 90.3
76) A  job where if  a problem exists at work, you can discuss it with your 422 90.8 9.2
colleagues
77) A job that gives you fair pay for your contribution to the organisation 416 96.7 3.3
* Important job feature indices are listed in boldface type
Percentages results indicate that there are 31 less important items and 46 items 
representing the important job  features. The highest average percentage was attained 
by item number 77 in the checklist which represents the preference o f  having a job  
that gives employees fair pay for their contribution to the organisation (%96.7) while 
the lowest percentage is obtained for the item number 6 that represents preference for 
having a job  that matches employee qualifications (56.3%).
4.3.2 Factor analysis:
After identifying the critical job  features, the next step was categorising the 
shortened list into broader dimensions. Therefore, the 46 important items were 
entered into exploratory factor analysis and Oblimin oblique as a rotation method.
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Tabachnick and Fidell (1996) indicate that a sample size o f  300 is good and 500 is 
very good for factor analysis. Therefore, a sample size o f  424 participants was very 
satisfactory for the purpose o f  this study. Furthermore, the Chi square and Kaiser- 
Meyer-Olkin (KMO) tests were used to determine sampling adequacy (the test are 
estimating whether the partial correlations among variables are small or not). Results 
from Chi square and KMO indicate that the sample is adequate for the factor analysis 
Although Chi square was significant, KMO was acceptable ( ^  = 52118.56, d f =99, 
p<.01; KMO =.815, p<.01). The rotation was converged in 25 iterations. Eigenvalue, 
scree, and percentage o f  variance were used to determine the appropriate factor 
structure. The results show a 12 factor solution with a total o f  58.73% explained 
variance with the first factor accounting for 17.10 and the 12th factor for 2.35% o f  the 
total variance. The results o f  the factor analysis are presented in two tables. Table 4.2 
presents the items that were categorised into 12 factors. The table provides the 12 
factors’ labels and there corresponding items, features mean, standard deviation, 
communalities, Coronach alpha o f  the factors, the explained variance o f  the factors, 
and the factor weights (the additive score o f  the average mean o f  the categorised items 
divided by the number o f  items). Table 4.3 provide the loading for each o f  the items 
on the 12 factors solution.
Tab le  4.2: The results o f the exploratory factor analysis, means, SD and communalities
C hapter 4
F I Factors and the supported items M SD Com
1 Intellectually challenging tasks
26 A job that requires thinking and stimulating your 
mind
4.48 .584 .649
2 A job that requires you to use a number o f complex 
or high-level skills
3.74 .933 .601
72 A job that requires tackling problems and finding 
solutions
4.07 .737 .650
27 A job in which you leam new skills and develop 
abilities
4.41 .671 .635
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68
4
67
73
69
A job that keeps you updated in your field 
A  job that requires you to produce original ideas 
A job that is varied (requires doing different things) 
A job in which you have the opportunity to grow 
through your work
A job that makes full use o f  your skills 
Factor' weight (means sum/  number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
4.10 
3.71 
4.30
4.20
4.20 
4.13 
.85
17.10
.686
.831
.623
.733
.637
.601
.548
.608
.591
.555
2 Work-home conflict M SD Com
7 A job that does not require carrying the work over 
to your home life
3.88 1.09 .552
56 A job that has convenient shift-times 
Factor weight (means sum/ number of items) 
Person correlation
% o f factor’s contribution to the explained variance
3.67
3.77
.52
8.27
1.03 .559
3 Supportive supervision M SD Com
9 A job in which the managers care about you 
A job in which the managers are good
4.46 .626 .679
10 A job in which the managers encourage staff to 
make suggestions
4.39 .678 .709
8 organisers and know how to nm the business 
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
4.49
4.44
.715
4.89
.626 .594
4 Autonomy M SD Com
24 A job in which you have personal space that 
provides you with adequate privacy
3.74 .843 .614
25 A job in which you have the freedom to do your 
work in the way you want
4.04 .725 .632
17 A job in which you are not watched all the time by 
managers
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
3.99
3.92
.53
4.54
.865 .631
5 Recognition M SD Com
16 A job in which you are highly appreciated by the 
people you have served
4.03 .733 .689
29 A job in which you receive high recognition for the 
work you produce
3.81 .806 .695
20 A job in which you finish a piece o f work that adds 
value to the business
3.98 .757 .554
38 A job in which you receive professional respect 
Factor weight (means sum/ number of items) 
Cronbach alpha
% o f factor’s contribution to the explained variance
4.06
3.97
.70
4.22
.676 .507
6 Supportive co-workers climate M SD Com
51 A job where your co-workers are co-operative (not 
competitive)
4.19 .661 .542
76 A job where if a problem exists at work, you can 
discuss it with your colleagues
4.17 .619 .553
57 A job that has good communication between team 
members
4.43 .558 .574
22 A job in which you have good relationships with 
your colleagues
4.57 .583 .555
43 A job in which die managers are not aggressive 4.50 .719 .468
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Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor's contribution to the explained variance
4.37
.67
3.70
7 Decision latitude M SD Com
39 A job in which, as a team, you decide how the 
work should be done
3.69 .805 .662
23 A job in which you have general directions for your 
duties
3.74 .799 .574
21 A job in which you give advice to others 3.57 .844 .527
12 A job in which the work itself provides clues about 
whether or not you are performing well
3.83 .708 .468
13 A job in which the work you produce affects 
someone else
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
3.79
3.72
.57
3.12
.860 .492
8 Training adequacy M SD Com
31 A job in which you receive training that helps you 
to do your work
4.02 .765 .585
41 A job in which the tasks you do match your abilities 
Factor weight (means sum/ number of items) 
Pearson correlation
% of factor’s contribution to the explained variance
3.94
4.03
.64*
2.86
.767
p<.01
.531
9 Feedback M SD Com
37 A job in which your managers give you information 
about your performance
3.88 .729 .614
47 A job in which all the team have goals to achieve 3.74 .765 .608
5 A job in which as a team you know your progress, 
e.g. achieving a target or not 
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
4.12
3.94
.65
2.78
.735 .617
10 Physical environment M SD Com
3 A job in which air quality is important 3.81 .867 .715
64 A job in which high safety procedures are important 3.52 1.00 .503
14 A job in which die workplace temperature is 
appropriate
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
3.94
3.75
.55
2.55
.852 .590
11 Financial rewards M SD Com
70 A Job diat offers you good payment (per hour/a 
good salary)
4.26 .724 .676
50 A job that gives extra money for additional 
responsibilities or overtime
3.79 .918 .543
77 A job tiiat gives you fair pay for your contribution 
to the organisation
4.45 .578 .581
55 A job diat has benefits: paid sick leaves, holidays, 
pension etc
Factor weight (means sum/ number o f items) 
Cronbach alpha
% of factor’s contribution to the explained variance
4.42
4.23
.68
2.41
.649 .427
12 Home-work conflict M SD Com
63 A job that is convenient to your family situation 3.93 .855 .686
54 A job diat has a stable future 4.01 .776 .468
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Factor weight (means sum/ number of items) 3.97
Person correlation .42, p<.01
% o f factor’s contribution to the explained variance 2.35
Total explained variance by the 12 factors solution 58.73
*F~ factor number, I = item number in the checklist, M= mean, SD= standard deviation, Com= 
commimalities.
Tab le 4.3: The  loadings o f the items fo r the 12 factors solution after oblim in rotation
\Factors
Feature^
1 2 3 4 5 6 7 8 9 10 11 12
26 .737 .043 -.117 .106 -.068 .007. -.058 .155 .009 -.115 .122 -.024
2 .708 .054 .094 -.143 -.198 .121 -.031 .130 .094 .159 -.041 .156
72 .702 -.131 .051 .098 -.006 .080 .193 -.016 -.016 -.014 -.040 -.043
27 .683 .102 -.239 .101 .037 .053 -.058 .129 -.154 -.049 -.030 -.026
68 .602 .005 .119 -.037 .096 -.076 .085 -.146 -.204 -.055 -.226 -.127
4 .567 -.255 -.026 -.094 -.130 .009 -.057 -.447 .002 .233 .077 -.083
67 .541 .155 -.062 .022 .043 -.272 .007 -.085 -.043 -.016 .091 -.007
73 .528 -.123 -.156 .033 -.035 -.080 .041 .133 -.274 .009 -.053 .111
69 .479 .066 -.069 170 -.012 -.076 .158 .071 -.073 -.034 -.210 -.225
7 .052 .693 -.113 .040 .043 .017 -.60 -.158 .002 .018 -.013 .127
56 -.042 .477 .104 .119 .012 -.096 .072 -.042 .007 .018 -.098 .446
9 -.047 .066 -.753 .001 -.049 -.165 -.024 -.132 .054 .037 -.022 -.143
10 .148 -.192 -.693 .024 -.139 -.109 .95 .022 .031 .074 .013 .093
8 .120 .330 -.623 .012 .048 .041 .034 .023 -.114 .018 -.049 -.016
24 .015 .174 .064 .719 -.007 .128 .025 .071 -.110 .034 -.171 -.108
25 .095 -.056 -.028 .709 -.025 -.021 .126 -.056 .280 -.063 .045 .069
17 -.215 -.088 -.102 .567 -.218 -.168 .274 .063 -.041 .212 .149 .171
16 -.029 .045 -.193 .039 -.779 .031 .022 -.151 -.007 -.074 -.041 -.027
29 .098 .028 .062 .072 -.737 .008 .097 .293 .064 -.063 -.248 -.039
20 .079 -.127 .155 .098 -.469 .027 .039 .090 -.300 .093 .146 -.064
38 .128 -.159 -.90 .110 -.386 -.102 -.077 .005 -.277 -.060 -.233 -.003
51 -.156 -.070 .004 .080 -.030 -.713 .028 -.088 -.100 -.100 .030 .033
76 .094 .064 -.042 -.088 -.007 -.614 .012 .122 -.196 .042 -.300 .158
57 -.004 -.070 -.230 .080 .025 -.571 .189 .263 -.112 .037 -.068 -.013
22 .034 -.069 -.296 -.066 -.143 -.532 .071 .082 .189 .009 -0.69 -.045
43 .028 .194 -.017 .146 .204 -.508 -.228 .071 .023 .152 -.053 -.033
39 -.061 -.300 -.289 .075 .067 .002 .608 .096 -.091 -.077 -.166 .235
23 -.137 .416 -.075 -.042 -.052 -.006 .566 -.007 -.045 .062 -.51 -.138
21 .171 -.068 .115 .237 -.183 -.039 .450 -.047 -.079 -.068 .098 .043
12 .072 .083 -.106 .004 -.246 .023 .438 .617 -.156 .198 .130 .057
13 .241 -098 .099 -.041 -.179 -.268 .434 -.061 .075 .094 .181 -.095
31 .047 .159 -.087 .029 -.033 -.162 -.103 -.705 .332 -.001 .-125 .042
41 .158 .130 .109 .111 -.028 -.278 -.022 -.617 .059 -.052 .034 .062
37 .003 .034 .020 -.136 -.124 -.122 .008 .055 -.716 -.010 -.009 -.075
47 .114 -.181 -.044 .169 .141 -.058 .307 .044 -.605 .016 .061 -.182
5 .103 -.092 -.196 -.084 .064 .160 .157 -.185 -.505 .205 .053 .158
3 .076 -.103 -.056 .096 .077 .065 -.113 .080 .076 .828 -.061 .025
64 -.019 .045 .101 -.041 .132 -.073 .255 .005 -.004 .543 -.190 -.22
14 -.146 .365 -.306 -.051 -.123 .068 .035 -.057 .003 .497 .107 -.031
70 .031 -.115 -.053 .138 .054 .090 .025 .022 -.049 .037 -.819 -.029
50 -.062 .148 .000 -.102 -.194 .049 -.047 .034 .055 -.040 -.672 -.004
77 .092 -.084 -052 -.004 -.144 -.158 -.069 .107 -.094 .162 -.632 .176
55 .024 201 .151 .016 .095 -.229 .065 .042 -.025 .193 -.372 .001
63 -.044 .097 .095 -.009 .033 -.099 .051 .021 .009 .033 -.088 .797
54 -.117 .056 .128 -.029 -.122 -.228 .036 .051 -.051 .234 -.297 -.377
**Factor loadings >|.30| are listed in boldface type.
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As noted before, one o f  the aims o f  this study is to categorise the important job  
features into factors that are statistically covary and constitute a logical factors. 
However, the first option was running the factor analysis using the free factor solution 
(this means that the number o f  factors was not fixed on a specific quantity). The 
solution offered by this option was helpful in achieving the above aim as the solution 
offered 12 factors in which the items covaried and constituted a logical structure. 
Table 4.4 presents the correlation matrix between the 12-factor solution. As can be 
seen form the table, the correlations indices are low and insignificant which give 
empirical evidence that they are separable job  aspects.
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T a b le  4 .4 : F ac to rs  c o rre la tio n  m a tr ix
Factors 1 2 3 4 5 6 7 8 9 10 11 12
1
2
H'
-.114 ❖
3 -.110 -.035 *
4 .109 .001 -.045 *
5 -.197 .108 .123 -.121 *
6 -.104 -.082 .145 -.116 .090 *
7 .186 -.066 -.101 .032 -.138 -.091 *
8 .006 .015 -.079 .031 -.053 -.027 .010 *
9 -.237 -.011 .220 -.053 .131 .164 -.192 -.015 *
10 .045 .140 -.115 -.029 -.079 -.139 .085 .035 -.131 *
il -.043 .180 .001 -.048 .048 .180 -.058 -.016 .147 -.165 *
12 -.049 -.063 -.061 .089 .034 -.024 -.69 -.028 .079 .007 .038 *
The first factor that contains the highest number o f  items (nine items) is labelled 
“ intellectually challenging tasks” . The factor weight was 4.13 (Cronbach alpha=.85) 
and attained the highest explained variance (17.10%). The second factor contains 2 
items and is labelled “ work-home conflict” . This factor explains 8.26% o f  the total 
variance and weighted 3.77 with Pearson correlation equal to .52. Together, the first 
two factors are responsible for nearly half o f  the total explained variance (i.e. 25.33% 
o f  58.73%).
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The third factor contains 3 items (Cronbach alpha= .71) resembling the 
“ supportive supervision”  dimension. This factor achieved the highest average weight 
(4.44) but with modest explained variance (4.89%). The fourth factor is “ autonomy” . 
This factor contains three items (Cronbach alpha= .53) with 3.92 as weight average 
and explained (4.54%) o f  the total variance. The fifth factor is the recognition 
variables (average weight= 3.97; Cronbach alpha= .70 and explained variance= 
4.22%). The next loaded factor is “ supportive co-workers climate” , this factor 
contains 5 items (Cronbach alpha= .67) with average weight equal to 4.37 and a 
contribution o f  3.7% o f  the explained variance. The seventh factor represents the 
“ decision latitude”  variables and contains five items (Cronbach alpha= .57) with 
explained variance o f  3.12% and weight average equal to 3.72.
The eighth factor represents the “ training adequacy” job characteristic. The factor 
contains two items (Pearson correlation= .46, p<.01) with a contribution o f  2.86% to 
the total explained variance. “Feedback”  was the ninth loaded factor with average 
weight equal to 3.94 and a contribution o f  2.78% to the explained variance. The next 
loaded factor is the “physical environment” , which contains three items (Cronbach 
alpha= .55) with weight equal to 3.75 and explained 2.55% o f  the total variance. The 
eleventh factor is the “ financial rewards”  that contains four items (Cronbach 
alpha= 68) and explained 2.41% o f  the total variance. Finally, the twelfth loaded 
factor is “home-work conflict” . This factor contains two items (Pearson correlation= 
.42, p<.01) with weight average equal to 3.97 and explained 2.35% o f  the total 
variance.
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As can be seen, the job  features obtained from the first study, were structured into 
broader job  dimensions. The final list consisted o f  12 job  characteristics that were 
perceived as critical aspects for contemporary jobs. Overall, the current study 
achieved all the main aims; firstly the degrees o f  importance o f  the qualitative 
features were confirmed using quantitative techniques. Therefore, these characteristics 
can now be described as more reliable and have stronger generalisability for 
theoretical modelling or field testing. Secondly, the important features were 
distinguished from less important ones and 46 job  features were identified as 
important to contemporary jobs and from the employee’ s perspective. Finally, factor 
analysis was used to structure the important features into broader dimensions. The 
extracted dimensions are: intellectually challenging tasks, autonomy, decision 
latitude, feedback, training adequacy, supportive supervision, supportive co-workers 
climate, financial rewards, recognition, physical environment, work-home conflict, 
and home-work conflict.
In comparison, there is much similarity between the present characteristics and 
those presented in chapter 3 (i.e. Table 3.1) that were extracted via content analysis. 
In addition, there is much similarity between these characteristics and those presented 
in Table 2.1 that represents the prominent characteristics o f  the existing job  design 
theories. Finally, some o f  the extracted characteristics represent factors in the ‘job  
content’ (i.e. the tangible features o f  the tasks) while others are characteristics 
represent ‘job  context’ factors (characteristics o f  the job context where tasks are 
executed). These will be discussed in detail in the following sections.
4.4 DISCUSSION
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To provide a clear presentation, the discussion section was divided into 4 
subsections. In the first section each o f  the characteristics will be discussed in depth to 
explain their conceptual framework and where they stand in job  design and 
organisational psychology research. The second section will provide a general 
discussion o f  these characteristics and their similarities and differences with existing 
job  design theories. In addition, the new aspects that were addressed in present 
research and were neglected in previous theories will be highlighted. In the later 
sections the implication o f  present results for job  design research, limitations, 
conclusion, and further directions will be presented.
4 .4 .1 . T h e  c r it ic a l jo b  ch arac te ris tics  in  c o n te m p o ra ry  jobs
hi this section each o f  the characteristics will be discussed in detail to explain their 
conceptual framework and whether they represent a ‘job  content’ (task) factors or ‘job 
context’ ones. The definition o f  each characteristic is given on the first paragraph o f  
each section (the italic ones). W e developed these definitions based on the items that 
were categorised under each factor. However, we tried that each definition is aligning 
with those foimded in job  design literature. However, some o f  the extracted factors 
were merged into single characteristics because o f  their similarity in concept. These 
will be discussed in detail in their corresponding sections.
C hapte r 4
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4.4.1.1 Intellectually challenging tasks:
A jo b  content characteristic that represents the degree to which the jo b  provides 
employees with mental stimulation and challenging tasks, which involve problem  
solving and using a variety o f  abilities, methods and sldlls.
This job  characteristic has been mentioned frequently by the participants (based on 
the earlier checklist data and the percentages presented in Table 4.1). The factor 
accounted for 17.10% o f  the total explained variance. This dimension refers to 
classical task features such as intellectual demands (e.g. problem solving), variety and 
skills discretion. These results strongly indicate that employees nowadays ask for 
tasks that require problem solving and creativity. In other words, when employees 
have tasks that need problem solving or were set a stimulating task they enjoyed the 
challenge o f  getting the work done. This strong focus on challenge and stimulating 
tasks may be a result o f  the growth in knowledge-oriented work and more educated 
workforce. Jobs in these contexts (and indeed in manufacturing) are becoming more 
knowledge-oriented. Franlcell et al (1999) noted that the demand for problem solving 
is increasing in the modem work context because o f  greater product variety, the 
requirement for employees to carry out multiple roles, and more frequent policy and 
procedural changes.
Intellectually challenging demands as a job  characteristic have been addressed 
previously in many job  design theories. All existing job  design theories addressed 
challenge and its related concepts as part o f  the job  content characteristics because it 
is part o f  tangible features o f  the tasks and how they are structured and regulated to 
produce a product. As can be seen from Table 2.1, six out o f  existing job design 
theories addressed job  demands (challenge, responsibility and related concepts) as a
98
major job  characteristic. However, Hackman and Oldham (1976) addressed this 
important aspect in their job  characteristics model but more as a moderator, as 
challenge can be found in their definition o f  growth need strength.
Recently, work challenge has become a vital issue to organisational behaviour. Job 
complexity is increasing with technological change and globalisation. It follows that 
intelligence and mental ability turn out to be more important in predicting job 
performance or creativity. Gottfredson (1997) reported many studies in which job 
performance has improved when the job  tasks were cognitively demanding. The 
author stated in paper entitled ‘Why g matters: the complexity o f  everyday life’ :
“ Where the o ld industria l economy rewarded mass production o f  standardised 
products f o r  large markets, the new post-industria l economy rewards the timely 
customisation and delivery o f  high-quality, convenient products f o r  increasingly 
specialised markets. Where the o ld  economy broke work into narrow, routinised, and 
closely supervised tasks, the new economy increasingly requires workers to work in 
cross functiona l teams, gather information, make decisions, and undertake diverse, 
changing, and challenging sets o f  taslcs in a fast-changing and dynamic g lobal 
market ”  (p 121).
Furthermore, it seems that challenge is not just responsible for task performance, as 
recent research has indicated that intellectual challenge can be linked to other 
organisational and individual benefits. Oldham and Cummings (1996) found that skill 
variety, challenge and intellectual demands o f  the job have been seen as a key 
characteristic to reduce the employees’ anxiety. According to the job  demand-control 
model (Karasek, 1979), jobs low in demand are very stressful but jobs with high 
demand and decision authority are very active jobs and promote learning motivation.
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This helps in developing new behaviour and skills in the employee which will result 
in a higher performance and wellbeing. Jones & Fletcher (1996) indicate that high 
demand can be good under the right circumstances. They noted that lack o f  
stimulation and utilisation o f  workers’ abilities are one o f  the most potent stressors.
In many models and theoretical attempts, challenge was seen as a matter o f  task 
variety. As an example, Hackman & Oldham (1976) argued that i f  an employee has 
different tasks to do he or she should perceive the job as a meaningful or stimulating 
one. However, although variety in tasks remains one o f  the important dimensions in 
employees’ motivation (Parker et al, 2001; Warr, 2002a), it is still a part o f  the 
challenge but not the whole concept. Variety in tasks resembles the horizontal job 
enlargement rather than the vertical one. This is supported by a recent study 
conducted by Kuk et al (1999) that indicated that the JCM failed to diagnose the 
quality o f  complex jobs. The researcher suggested a hierarchal perspective for job 
complexity in which challenge is seen as a vertical (i.e. intellectual demands) and 
horizontal (i.e. variety) enrichment.
In summary, intellectually challenging tasks (i.e. problem solving, cognitive 
demands, task variety etc.) have been addressed strongly by the current study’ s 
participants, hi the literature, intellectual challenge is considered as one o f  the key 
features to enhance employee performance and produce high work quality (by 
motivating them to leam new behaviours and skills) and employees’ mental health 
and wellbeing (by reducing anxiety and boredom). The current results are compatible 
with recent research which indicates that intellectual challenge is a mix between skill 
variety, problem solving and skill discretion.
C hapter 4
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A jo b  content characteristic that represents the degree to which the jo b  provides 
employees with substantial freedom, independence and discretion to the ind ividual to 
make decisions about the ir w ork processes o r procedures.
Job design literature has identified job  control as the amount o f  autonomy or 
decision latitude that the job  offers (i.e. Jones & Fletcher, 1996, Karasek, 1979; 
Karasek and Theorell, 1990, Jackson et al, 1993). Consequently, the fourth factor 
(autonomy) and the seventh factor (decision latitude) were combined in a single 
characteristic labelled ‘ control’ , as the two factors reflect complementary concepts. 
This merging is supported by contemporary job  design models and theories (e.g. 
demand-control model, action theory) that used the feature o f  job control to reflect the 
concepts o f  autonomy, decision latitude or the discretion that employees have (e.g. 
Karasek et al, 1998). All the job design theories addressed this factor as a 
characteristic in the task that can be redesigned and part o f  the job  content (task) 
characteristics (Hackman and Oldham, 1976; Karasek, 1979; Algera, 1998).
However, control (or its sub concepts) was considered the key job characteristic in 
job  enrichment research and job  redesign (Parker et al, 2001; Hackman and Oldham, 
1976), Six out o f  eight o f  the existing job  design theories or models have marked job  
control as one o f  the key aspects in job  redesign (HMT, JCM, ST, AT, DC, VM ; see 
table 2.1 for a comparison). This study is complementary to previous job  design 
research as participants o f  the study addressed job  control as one o f  the critical job 
characteristics in the modem workplace.
The relationship between job  control and motivation, performance and health 
outcomes has been the subject o f  increasing research since models o f  job  design
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began to be published (Parker et al, 2001, Wall et al, 2002, Kompier, 2002). In 
motivation and job  design research, the notion o f  control is implicit in the early work 
o f  Maslow (1954), Herzberg et al. (1959), and by the job  characteristics model (JCM; 
Hackman & Oldham, 1976). The latter model assumed that autonomy is a key issue to 
giving employees a feeling o f  experienced responsibility for outcomes o f  the work. 
Autonomy, along with other key variables, was seen as a predictor o f  employees’ 
performance and satisfaction. The job  demand-control model (Karasek, 1979) has also 
emphasised the concept o f  job  control in stress and wellbeing. The DC model showed 
that low job  control can affect health status, the cardiovascular system in particular 
and higher levels o f  the stress hormone cortisol (cf. Jones & Fletcher, 2003).
Moreover, Action Theory has also stressed the importance o f  job  control. Frese & 
Zapf (1994) have indicated that controllability is one o f  the key features when 
designing work tasks. Much o f  the research has showed that empowering employees 
should raise organisational productivity and employee health. Some recent studies 
have discussed the importance o f  job  control in improving employees’ skills 
utilisation and self enhancement (Holman and Wall, 2002).
Overall, as expected, control remains valid and strongly addressed by current 
research participants as an important characteristic in their work life. These results are 
complementai'y to the classical job  characteristics results in which they considered job  
control as an important source for task accomplishment and responsible for 
facilitating job  learning and skills utilisation as well as having positive effects on 
employees’ mental health and wellbeing (Holman & Wall, 2002; Demerouti et al 
2001; Elovainio, 2000; Payne & Wall, 1999; Parker et al., 1997, Karasek, 1979, 
Hackman & Oldham, 1976).
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A jo b  content characteristic that represents the degree to which an em ployee receives 
direct and clear information about the effectiveness o f  his or her perform ance by 
carrying out the work activities and from  som e other persons as well, such as co­
workers or supervisors.
This is one of the classical ‘job content’ characteristics that job design research 
considered as one of the features of the task that job redesign should address (e.g. 
Hackman & Oldham, 1976; Parker & Wall, 1998; Parker et al, 2001; Wan', 2002a). 
As complementary results, the participants of the current study ranked job feedback as 
one of the important aspects that they have in their job or they wish to have. Feedback 
about perfonnance and work progress as a member or as a team were seen as a vital 
issue to employees working in contemporary jobs.
Many psychological and behavioural theories addressed the importance of job 
feedback. In behaviourism, feedback is essential for learning and works as an operant 
reinforcer. In goal setting theory, people use feedback to evaluate their perfonnance 
relative to their goals (Locke & Latham, 1990). In organisational research, feedback 
generally shows positive effects. There are a number of studies that claim 
performance improvement for individuals by regular feedback (e.g. Ilgen et al., 1979; 
Hackman and Oldham, 1976).
hi studies within the organisational context, feedback was seen as a variable 
responsible of facilitating tasks accomplishment. The cunent participants emphasised 
the importance of both internal (e.g. job itself) and external (e.g. agents) feedback. 
The result is supported by empirical research. For instance, Sawyer (1992) reported 
that feedback from both supervisors and co-workers is very helpful especially in
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reducing role ambiguity. Internal feedback (from the job itself) becomes more visible 
in the modem workplace because of the prevalence of electronic performance 
mentoring (EPM) in many modem workplaces such as call centres (Parker et al,
2001). Therefore, previous research has addressed this variable as part o f the task 
characteristics that help employees to deliver their tasks efficiently. This classical 
characteristic is a salient factor within modem settings.
Although feedback has been discussed since early job design research (e.g. Turner 
and Lawrence, 1965), feedback was addressed by just few job design approaches and 
neglected by many others. Four out of the eight job design approaches mentioned 
earlier in Chapter 2 included feedback as part of the core job characteristics (JCM, 
AT, ST, VM ; see Table 2.1 for a comparison). Specifically, the Hackman & Oldham’s 
Job Characteristics Model addressed this job feature as one of the important aspects in 
employees’ intrinsic motivation. Feedback counted for one third of the motivating 
potential score (MPS) formula because it can satisfy employee needs of the 
knowledge of the actual results of the work activity (Hackman & Oldham, 1976). This 
may lead to higher work productivity, satisfaction and intrinsic motivation. 
Furthermore, the Vitamin Model (Warr, 1987) has addressed the multi resources 
feedback (i.e. task feedback, client feedback, information about the future, low role 
ambiguity etc.). This characteristic along with nine other variables were believed to 
enhance employees’ wellbeing and improve their mental health. Finally, The German 
Action Theory and Socio-technical approach promoted feedback as one o f the highly 
recommended characteristics and indicated that work should provide both positive 
and negative feedback (Chems, 1976; Hacker, 1986).
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Research has indicated that feedback effectiveness is dependent on three 
dimensions: the source o f feedback, the recipient, the message (Ilegen et al., 1979). 
Regarding the feedback source, workers generally receive their feedback from two 
different sources: from their supervisors and from their colleagues. Research has 
indicated that feedback from external agents is also important and veiy effective 
(Hackman and Oldham, 1980; Warr, 2002a). Communication psychology and goal 
setting theory have advocated some principles that should be addressed when sending 
feedback such as the message should be specific, direct, immediate, regular, positive 
and negative, and non-threatening (Ilgen et al, 1979).
To conclude, work feedback was addressed as an important aspect by the current 
research participants. Previous job design research supports the importance of this 
aspect to task completion especially the multi-source feedback. Many behavioural and 
psychological gains were reported especially to employees’ productivity and 
wellbeing.
4.4.1.4 Training adequacy
A jo b  content characteristic that represents the extent to which the jo b  provides 
em ployees with training chances to develop new sldlls or existing talents.
This aspect was almost neglected by existing job design research. ‘Training 
adequacy’ or the amount of fit between work demand and employees abilities was 
perceived by the participants of this study as an essential aspect in their jobs or the 
ones that they wish to hold. This characteristic is an important aspect in the modem 
workplace because it seems that work is considered as something that should fit
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neatly with employees’ abilities or qualifications. Employees nowadays, as well as in 
past times, require tasks that fit their interests and abilities in which they receive 
adequate training that enables them to develop new skills or improve their existing 
talents.
Although this dimension was neglected in the JCM and other job design theories, it 
is well documented in Person-Job Fit research (e.g. Dawis & Lofquiest, 1984; Locke, 
1976; Edwards, 1996). Reviewing the literature has indicated that there are two basic 
forms of “job fit” ; the first one involving the correspondence between employee 
desire and job supplies, and the second aspect involving the correspondence between 
employee abilities and job demands. According to Edwards (1991), employee desire 
and job supplies fit are essential constructs o f job satisfaction, job stress, motivation 
and vocational choice while fit between abilities and demands are essential constructs 
in active reactions such as learning, performance, absenteeism, retention and 
promotion.
This characteristic is a result of modem workplace practices and a move towards 
knowledge-oriented work. As an example, employees working in organisations that 
applied Just in Time or Total Quality Management systems frequently face new tasks 
and demands (Dellbredge, 2003). Therefore, it is very normal for an employee 
working in such a system to arrive to his or her work in the morning and find that he 
or she has a new tasks and responsibilities. Employees who perceive their abilities are 
below such new tasks or duties would affect their self efficacy and become less 
capable in delivering their tasks efficiently. This can develop other behavioural and 
psychological problems such as absenteeism, turnover, and emotional exhaustion or
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anxiety (Dawis & Lofquiest, 1984). Training adequacy and matching between 
abilities and job tasks was always seen as an important source of person job fit.
Training and learning opportunities have been addressed since the early steps of  
job design research. As we illustrated in Table 2.1, hygiene-motivation theory 
(Herzberg et al, 1959) addressed this dimension as part of the motivators (i.e. 
possibility of growth and advancement). Herzberg (1968) explained that this task- 
related dimension created a happy feeling and good attitude within the workers and 
enhance productivity. The JCM addressed this factor but more as a moderator, as this 
dimension can be found in their definition of the psychological state of knowledge 
that was seen as a reaction to regular feedback (Hackman and Oldham, 1976). Action 
Theory emphasised that jobs should require people to be active and provide 
employees with opportunities to improve their talents (i.e. continuous training and 
development). Frese and Zapf (1994) indicated that one major concept in the AT that 
jobs should be oriented to development and should enhance personality.
However, theorists indicate that training leads to more learning and hence, to 
expert employees. Expertise can provide many benefits both for individuals and 
organisations. At organisational level, organisations who invest in training 
programmes may experience fast development and increased effectiveness because 
knowledgeable employees work more effectively and usually show a superior and 
more organised knowledge-base, perceive and recall larger meaningful patterns in 
their domain, search and locate information more effectively, are better at anticipating 
future developments and potential faults, make more sophisticated plans, work 
independently, take responsibility, and are better organisers (Warr, 2002b).
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Additionally, personal benefits may be gained by acquiring knowledge. As 
Easterby-Smith et al (1999) have indicated, people who receive training may feel they 
have an increased amount o f information (declarative knowledge) and acquire new 
skills or develop existing ones. Many individual benefits might be gained from the 
acquisition of new information or skills. Expertise, however, is one of these benefits, 
expert employees usually have more self satisfaction and tend to be highly respected 
and normally occupy senior positions. Furthermore, increased employability and 
increased income tend to be related to knowledge and expertise. Other less tangible 
individual outcomes include an increase in self efficacy and self-actualisation. 
Holman (2002) reported that framing adequacy (and other job design factors) at the 
call centres has vital role and influence positively job satisfaction and reduce job- 
related anxiety and depression.
In summary, results from the current study indicate that training adequacy or the fit 
between abilities and job demands is an important aspect in contemporary jobs. The 
JCM and other job design models have overlooked this dimension in job design 
research which has shown that organisations who adopt continuous training 
programmes were more effective employees with various talents and higher self 
efficacy which in turn reflects on the organisation’s success.
The previous four sections have discussed the critical job content characteristics as 
ranked by the participants and have indicated that these characteristics represent the 
tangible features of the tasks. Most of these features were addressed by existing job 
design theories. In the present study the participant’ s reemphasised their importance 
in contemporary jobs but in a wider perspective as discussed earlier, hi the following 
sections the job context characteristics will be discussed that, to some extent, can be
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considered ‘new’ job dimensions and need to be addressed in job design research. 
These sections will discuss why they are important to job design research.
4.4.1.5 Supportive supervision:
+  jo b  context characteristic that represents the extent to which an em ployee receives 
encouragement, respect and support fo r  advancement from  his/her supervisor/ 
manager.
The participants of the study ranked the supervisors’ attitude as one of the 
important job characteristics. This characteristic attained the highest weight of 4.44 
out of 5 (i.e. mean average of the clustered items) and explained 4.89%  of the total 
variance. It seems that employees ask for supervisors who are supportive, show 
competency in work related knowledge, show concern for employees' feelings and 
needs, and encourage them to develop their skills. The style of supervision is a salient 
characteristic of the organizational context that is often considered a potent 
determinant of employee motivation at work (Amabile & Gryskiewicz, 1989; Deci & 
Ryan, 1987; Kottlce & Sharafmski, 1988).
This characteristic was considered as part o f the ‘job context’ characteristics where 
tasks are executed. This characteristic is not totally new to work design principles and 
has been addressed since the early steps of job design research. Yet, this job 
characteristic does not receive much attention from the main job design theories or 
those having implications for job design. As indicated in chapter one, just three out of 
eight theories addressed supportive supervision as one of their core dimensions (i.e. 
HMT, AT, and VM). The JCM did not include this characteristic although it was one 
of the important dimensions in Turner and Lowerance’s (1965) study that is
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considered the backbone study for the development of the JCM. Perhaps, Hackman 
and Oldham excluded this dimension because they thought that supervision is not part 
of the characteristics that can be ‘designed’ . However, if this is true, this is not 
supported by recent research (e.g. action theory, the expanded demand-control- 
support model) in which they indicated that jobs can be regulated and managers can 
be framed for providing support to their subordinates. The current study strongly 
addresses this dimension and provides further evidence of the importance of such a 
characteristic in today’s job design.
In the current study, the nature of the items that are categorised under this 
dimension seem to be more directed at the supervision’s attitudes. The participants 
tend to care about the supervisor as a person, rather than the management style he or 
she implements for delivering work tasks. These results are not unexpected; most of  
us recognise that supervisors do not have much affect on the way of employee’ s work 
is organised as it is usually a part o f the general policy of the organisation. Therefore, 
most employees do not expect supervisors to change the work system to suit each 
employee. Yet, most of us have many expectations when it comes to the supervisor’s 
attitudes 01* knowledge as these are part of the characteristics that supervisors can 
control.
Supervision attitudes are always considered one of the aspects that stimulate 
employees to get involved with their daily tasks and enhance employees’ intrinsic 
motivation (Deci et al., 1989; Deci & Ryan, 1985). When supervisors are controlling 
01* hostile, they closely monitor employee behaviour, make decisions without 
employee involvement, provide feedback in a controlling manner, and generally 
pressure the employee to think, feel, or behave in certain ways (Deci et al., 1989).
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Supervision that is experienced as controlling undermines intrinsic motivation and 
shifts an employee's focus of attention away from work activities and toward external 
concerns (Deci & Ryan, 1987). This reduction in intrinsic motivation is then expected 
to lower work involvement as well as raising anxiety and uncomfortable feelings. 
Demerouti et al (2001) demonstrated how managerial practices have effects on 
employees’ emotional exhaustion and disengagement from work tasks.
Furthermore, the support from the supervisor seems to have a direct effect on 
organisational effectiveness. West (1989) demonstrated that health care professionals 
were most creative when their supervisors provided high levels o f social support. 
Andrews et al (1967) showed that teams o f scientists produced the most creative 
outcomes when their supervisors provided substantial freedom at work and many 
opportunities to influence important decisions. Amabile and Gryskiewicz (1989) 
foimd significant relations between employee ratings of supervisory encouragement 
and creativity. Lastly, Scott and Bruce (1994) demonstrated that professional 
employees who reported high-quality relationships with their supervisors 
(relationships characterized by support, trust, and autonomy) were described by those 
supervisors as more likely to generate creative ideas.
In conclusion, the current study has provided further evidence of the importance of 
supervisors’ attitudes and practices in creating a friendly, cooperative and high 
effective work environment. The literature has indicated that management practices 
and attitudes are responsible for an employee’ s involvement, effectiveness, feeling of 
anxiety, work related stress, disengagement from work tasks, and feeling o f burnout.
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A jo b  context characteristic that represents the extent to which the jo b  enables social 
contact with work colleagues, ask help from  each other, and back each other up when 
necessary.
The current study’s participants strongly addressed another ‘job context’ aspect 
and emphasised the importance o f holding jobs that have friendly colleagues with 
whom they can socialise with, and support them when needed. The opportunity for 
social support and social contact that were presented in study one (Table 3.1) were 
factorised into a single dimension that represents the preference for a supportive 
environment between colleagues. This job characteristic is not a new aspect to job 
design research as it was seriously addressed in early job design studies such as these 
are conducted by Herzberg et al. (1959) and Turner and Lawrence (1965). Apart from 
the JCM, most of the job design models addressed this characteristic as an essential 
dimension in every job, especially the revised demand-control model (Karasek and 
Theorell, 1990) (see table 2.1 for a comparison). Many researchers indicated that the 
social aspect of the work remains an important dimension in today’s work context 
(Houkes et al., 2003; Warr, 2002a; Parker et al. 2001, Parker & Wall, 1998). This 
study, however, provides further empirical evidence for such an important job context 
aspect that improves work quality and enriches work context.
The emphasis on this dimension in today’ s work context raises concerns about the 
emotional demands of work that are brought to the fore by the growth of more 
isolated and virtual workplaces such as teleworking (Parker et al, 2001). Previous 
findings indicate that social support was necessary whether the individual worked as 
part o f a team or not (Houkes et al., 2003; Warr, 2002a, Parker & Wall, 1998;
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Karasek and Theorell, 1990). Social support can come in the form of sharing the 
events of the day with colleagues both formally (in briefing, through supervision) and 
informally. Additionally, findings indicated that social contact at the workplace would 
improve employees’ motivation and wellbeing as well as performance. For example, 
Johnson and Hall (1988) reported that for women, social support may be a more 
important predictor of cardiovascular disease prevalence than work control. 
Moreover, Fletcher & Jones (1993) reported that support accounted for more of the 
variance in men’s anxiety than demand and control together. Houkes et al. (2003) 
indicated that regardless o f how much variety or controllability employees have in 
their jobs they express their dissatisfaction if they have tense relationships with their 
supervisors or co-workers.
As indicated in the previous section, job context factors were excluded because of 
the general belief that such factors cannot be designed or structured in the same way 
control or feedback. However, this has proven to be incorrect as job context factors 
can also be designed. For instance, research has indicated that some practices would 
contribute to the quality of social contact between colleagues. If the organisation and 
supervisors promote a friendly cooperative atmosphere (not competitive), fairness (i.e. 
equal opportunities) and trust between colleagues, the employees’ motivation, 
satisfaction and wellbeing will be higher (for overview see Rhoades and Eisenberger,
2002). Additionally, the ergonomic design of the workplace can play a role in 
facilitating social contact and can affect the degree of social contact that employees 
have. Sprigg, Parker & Jackson (1996) reported that in a wire-drawing company, 
social contact between team members and hence, the ability to operate as a team was 
severely inhabited by the layout of machinery and the long distance between team
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members. However, this issue will be returned to in the 7th chapter when the 
implications of this research to job redesign are discussed.
In summary, the participants of the current study strongly addressed the 
importance of having a supportive social co-workers climate. Previous research 
addressed this as an important aspect of workplace quality. However, the concepts of 
social support have been relatively underrepresented in job design research, especially 
by the exclusion of such an important aspect from the JCM dimensions. However, 
with the results from the current study and the recent inclusion of social support as a 
key job feature within the demand-control model o f strain (Karasek & Theorell, 1990) 
and Warr’ s vitamin model (Wan*, 1987; 2002a), this is likely to change.
4.4.1.7 Work-life balance:
A jo b  context characteristic that represents the degree to which the jo b  provides 
balance between work demands and em ployee personal life in which work does not 
interfere with fam ily life (work-to-family conflict) and fam ily life does not interfere 
with work (family-to-work conflict).
The literature has indicated that work-life balance is a combination between the 
work-home and home-work conflict (e.g. Clark, 2000; Frone, 2000; Kossek and 
Ozeki, 1998). Therefore, the second factor ‘work-home conflict’ and the twelfth 
factor ‘home-work conflict’ were combined in a single characteristic resembling the 
concept of work-life balance.
Greenhaus & Beutell (1985) indicated that the conflict between work and family 
occurs when one's efforts to fulfil work role demands interfere with one's ability to
Chapter 4
114
fulfil family demands and vice versa. However, this definition of work-family 
conflict implies a bidirectional relationship between work and family life. In other 
words, work can interfere with family life (work-to-family conflict) and family life 
can interfere with work (family-to-work conflict; e.g., Frone et al., 1992; Frone, 
Yardley, & Markel, 1997; MacEwan & Barling, 1994).
Although this dimension is almost neglected in the job design literature, this study 
foimd work-life balance to be an important dimension which is loaded on two distinct 
factors and together explained more that 10% of the total variance. These indicators 
are strong enough to list this dimension as one of the core job design characteristics. 
Research from psychological contract theory indicates that work-home conflict is part 
of the work hygiene variables and is a very important aspect in promoting work 
quality and fairness between subordinates and has a major impact on individual 
perfonnance (Robinson, 1996; Guzzo et al, 1994).
The focus on work-life balance in the modem workplace is a reaction to the 
developments occurring in modem workplace context: such as: the substantial 
increase in the number of women in the work place, elderly people, single parents, 
traffic jams, increased meetings abroad, different shifts, extended work days, the 24 
hour global economy etc. Such variables increase the opportunity for work-home 
conflict and home-work conflict and cause inconvenience problems and reduce job 
involvement (Geurts & Demerouti, 2003; Parker et al, 2001). However, it can be 
argued that this dimension is not a factor in the job as it is part o f the individual 
differences variables that cannot be controlled by the employing organisation. 
However, the employee is still a part of the job and his/her personal life should be 
taken into account. Therefore, in many modem organisations, some programmes were
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‘designed’ to reduce the conflict between work and life. Many organisations 
nowadays provide nursery facilities, flexible shift times, company transportation or 
even accommodation to improve work-life balance as much as possible.
Conflict between work and home affects the perception of work quality which in 
turn affects employees’ mental health that might lead to poor performance. Therefore, 
most o f the research in occupational stress indicated that both work-to-family conflict 
and family-to-work conflict have more impact on employees’ wellbeing and mental 
health (e.g. Hughes and Galinsky, 1994; Frone et al., 1996; MacEwen and Barling, 
1994). However, recent research has begun to focus on the main-effect relations of 
both types of work-family conflict to employees’ productivity (Clark, 2000).
Nevertheless, work- life balance has almost been neglected in job design research; 
much of the evidence comes from the absence of such an important variable from the 
main job design approaches characteristics such as the JCM. Parker and Wall (1998) 
noted that this aspect of work has not been visible in work design research but that is 
likely to be relevant to modem work practices (e.g. teleworking). The authors 
explained that working at home offers benefits such as more flexibility and freedom. 
On the other hand, there is also potential risk o f more conflict between home and 
work (e.g. interruption from children). Additionally, reduced social contact and 
support from peers is a further possible outcome of working at home. However, this is 
improving in Warr’s Vitamin Model (1987; 2002a). Work home conflict was 
considered a sub-dimension and part of the ‘externally generated goals’ characteristic. 
The author indicates that such a feature has a linear effect in which the more balanced 
it is, the more positive results will be.
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In summary, the evidence previously reviewed suggests two conclusions. First, 
there is growing evidence that both types of work <-> family conflict are positively 
related to poor employees’ wellbeing and poor performance. Secondly, this job 
feature has been neglected in job design research and it is the time to include it as a 
distinct job characteristic.
4.4.1.8 Financial rewards:
A jo b  context characteristic that represents the degree o f  perceived  fairness o f  
compensations and chances to earn extra money fo r  extra responsibilities.
Participants emphasised holding jobs that provide satisfactory financial rewards 
such as good payment, chances to earn extra money and benefits packages (i.e. 
pension, paid sick leave, holidays etc).
The financial rewards aspect has been frequently addressed in early job design 
research but was overlooked in later theories. Salary was addressed by Herzberg et al 
(1959) in his Hygiene-Motivation Theory and he considered it as one of the job 
‘hygiene’ factors that increase satisfaction. The later theories (i.e. JCM, MOS, AT, 
ST) have neglected this aspect. However, this has recently change after the effort- 
reward imbalance model strongly addressed this aspect as part o f the organisational 
rewards axis (Siegrist, 1996). This theory has become very popular recently with 
growing research indicating that the interaction between organisational rewards and 
employees’ efforts was linked with many aspects o f mental and physical health 
especially cardiovascular disease (Kompier, 2003).
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Research has indicated that a positive relationship between standard of living and 
mental health has been recorded in many samples (Warr, 1987). Unsurprisingly, 
people with higher incomes are more satisfied with their pay or perceived fairness 
whereas people who are living in very difficult financial circumstances exhibit 
considerable mental ill-health (Warr, 1996).
Much of the evidence about the importance of financial rewards comes from 
Perceived Organisational Support (POS) research (e.g. Rhoades & Eisenberger, 2002, 
Eisenberger et al., 1990). One major aspect o f this theory is the perceived 
organisational rewards in terms of pay and promotions. Many studies have reported 
that positive perception of the organisational scheme is linked to organisational 
commitment, productivity, job related affect, job involvement and strain. In addition 
psychological contract research stresses the importance of payment as pail of the 
hygiene variables which formulate the psychological contract between employees and 
their employing organisation. Research showed that employees who perceived that 
their hygiene variables as being violated (e.g. not paid enough in comparison with 
their efforts) affect their trust in organisation, involvement and their mental health 
(Robinson and Rousseau, 1994; Guest and Conway, 2003).
Furthermore, research from Profit-Related Pay (PRP) indicates that companies 
who adopt the PRP system (employees are paid according to the profitability of the 
companies that employ them) may attain many organisational and individual benefits. 
Clark (1996) indicates that such a system may provide an incentive for employees to 
be more productive, promote employment stability and promote co-operation at work. 
The author claims that although profit-related pay is, by definition, limited to for- 
profit companies, the incentive argument applies to performance-related pay more
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generally, which is common in the public and non-profit sectors as well as in the 
private sector.
Generally speaking, middle managers consider money a powerful motivator 
especially with the average worker. In contrast, some voices argue that money does 
have a short-term effect and cannot work alone without including other rewarding 
variables (e.g. promotions, recognition). Money as a motivator applies only to people 
who do not have it (Fumham, 1996). By contrast the people who have control over 
the purse strings may not regard money as very relevant. Therefore, Warr (1996) 
suggests that money as a job characteristic has a curvilinear effect on job stress and 
applies only for those who have low levels o f income because people will always 
grumble about their pay and its comparability with others.
In conclusion, this study suggests that good payment and a fair benefits package 
are highly important job design aspects. Research has indicated that although money 
is a good motivator it has a short term effect and applies only to low level income 
jobs. Accordingly, some researchers suggest that the balance between efforts and 
financial rewards is more important. However, the current findings have a wider 
perspective of rewarding. Financial rewards are accompanied with recognition. These 
factors were identified in organisational research as factors resembling the 
organisational rewards scheme (e.g. Siegrist, 1996). The importance of job 
recognition in contemporary job will be discussed in the next section.
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A jo b  context characteristic that represents the degree to which the em ployees receive 
appreciation fo r  their Imowledge, sldlls and experience within their profession from  
the jo b  itself, colleagues, supervisors, and customers.
This characteristic was addressed frequently by current study participants and 
considered as an important aspect to their work life quality. This gives a strong 
indication that job holders wanted to be recognised for their Imowledge, skills and 
experience within their profession. Recognition could come from tire organisation 
(colleagues, supervisors) or from outside (i.e. customers). This result is compatible 
with previous research in which appreciation compliments and professional respect 
were always considered a good way of motivating employees especially the 
professionals and experts (Mackenna, 2000). However, from the current study results 
it seems that such a demand becomes a vital requirement regardless of job type or 
level.
Some of the job design models have addressed this characteristic since the early 
development of job enrichment approaches. For instance, the Hygiene-Motivation 
theory (Herzberg et al, 1959) stressed the importance of recognition as one of the 
motivator variables that every job should have. Additionally, this job characteristic 
overlaps with the tenth dimension of the vitamin model “valued social position” and 
to some extent overlaps with Hackman and Oldhams’ (1976) “task significance” .
This contextual aspect might look difficult to ‘design’ as it is not part o f the job 
content factors. However, a close look indicates that this is not that difficult. For 
instance, Hackman and Oldham (1980) indicated that opening communication 
channels between employees and agents (the agent can be internal e.g. colleague or
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supervisor) will increase the feedback intensity, and hence, appreciation comments 
and complements might be increased. Giving employees the responsibility for training 
new members must signify to employees that the organisation believes that they are 
knowledgeable and their contribution is valued. Furthermore, many organisations 
nowadays are introducing acknowledgment programmes to increase the feeling of 
appreciation and seniority among their employees such as employee of the month 
scheme, paid holidays etc.
The research comes from effort-rewards balance stressed the importance of 
recognition and valued member in employees’ performance and mental health. 
Siegrist (1996) has indicated that the rewards axis consists o f three aspects: payment, 
recognition and job security. This theory has become popular' in job design research 
because it emphasises the importance of hygiene variables (payment and recognition) 
in creating healthy and productive workplace enviromnent.
Much of the contemporary research in organisational psychology has addressed 
this important dimension. For instance, Sawyer (1992) reported that recognition of 
perfonnance was related to goal clarity, satisfaction and the search for new job 
behaviour. Eisenberger et al. (1990) reported a link between employees’ perceptions 
of being valued and high perfonnance, low absenteeism, and positive employee 
wellbeing.
In addition, many studies provided empirical evidence for the relationship between 
employee recognition and organisational commitment (e.g. Gaertner & Nollen, 1989; 
Rhoades & Eisenberger, 2002). An explanation for this relationship comes from 
organisational support research. According to this theory, favourable opportunities for 
rewards convey a positive valuation o f employees' contributions and thus, contribute
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to perceived organisational support, which, in turn, increases organisational 
commitment (Eisenberger et al., 1990; Guzzo et al., 1994; Wayne et al., 1997).
In summary, the current study provides evidence for the importance of the 
employees’ recognition as a core job characteristic in today’s job design. These 
results correspond with previous research that listed many individual and 
organisational benefits attained from applying recognition especially for employee 
commitment and wellbeing.
4.4.1.10 Physical environment:
A jo b  context characteristic that represents the degree to which the jo b  provides 
em ployees with satisfactory physical worldng conditions in which the worksite has 
healthy features such as low noise, acceptable air temperatures and absence o f  safety 
hazards.
The final construct that has been addressed in the current study but is almost 
ignored by most of the previous job theories is the physical environment variable. 
This dimension is concerned with the ergonomic work design to ensure that work 
methods, layout, and machines are above certain standard level. Participants of the 
current study emphasise having a healthy physical working environment in which 
there are no safety hazards, good ventilation, suitable air temperatures and so forth. 
This characteristic has emerged from modem life demands and the growth of 
expectations for high life quality (especially for the developed world) that encourages 
employees to look for high standards in the workplace environment.
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Action Theory addressed the role o f physical environment in job redesign. The 
theory stresses that outside events that do not belong to the task, such as obstacles and 
interruptions (often stemming from poor work organisation) should he minimised, fn 
addition, the job should provide adequate safety and job designers should insure that 
all job tasks are safe without risks or hazards (Frese and Zapf, 1994).
Research has showed that a high standard physical working environment does not 
necessarily affect work performance but certainly affects employees’ health, 
satisfaction and commitment. One of the classical findings in industrial psychology is 
that good work conditions (lighting, noise, heat, vibration) could play an important 
role in improving employees’ satisfaction (Dressell & Francis, 1987; Guzzo et al, 
1994, Eisenbergeret al, 1997). For instance, Dressell & Francis (1987) have found that 
improved design of office conditions enhance the satisfaction of employees. 
Furthermore, organisational support research and psychological contract theory 
showed that a healthy environment is a very important aspect in organisational 
commitment, productivity, and wellbeing (Robinson, 1996).
As has been indicated by Wan* (1987), safety and good working conditions are 
important because environments, in general, need to protect people against physical 
threat and to provide an adequate level of security. Poor working conditions are 
expected to give rise to negative job related feelings. Therefore, the wellbeing of an 
employee may be affected in two ways. Firstly, through the carry-over of feelings 
from work to non-work environment (e.g. home-family conflict), and secondly 
through a job-induced deterioration in physical health having its own effect upon 
employees’ mental condition.
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To summarise, the current results have revealed that good working conditions are 
an important aspect in the job that can be designed to ensure employees health and 
safety. Poor working conditions have effects on physical health, mental health and 
employees’ commitment which, in turn, may lead to poor performance and searching 
for new jobs behaviour. The physical environment has rarely been studied in job 
design research. However, results from Action Theory and Vitamin Model research, 
support the importance of these variables in today’s work context.
In the previous ten sections, a detailed discussion of the critical job characteristics 
in contemporary jobs that were identified from the employee’s perspective has been 
provided. The main conclusion of the above discussion is that job content (task) 
characteristics remain one of the important job aspects in modem jobs but not the only 
ones. The characteristics of the job context where the tasks are executed, are 
important as well. In the following section there is a general discussion of these 
characteristics and their implications for job design research.
4.4.2 General discussion
By merging some factors, the final list of the job characteristics consists o f 10 job 
characteristics that were perceived as critical in contemporary jobs. Comparing these 
characteristics with Hackman and Oldham’s Job Characteristics Model indicates that 
autonomy and feedback remain important in today’s workplace. Task variety, task 
significance, and task identity as distinct characteristics have vanished. Task variety 
has merged with challenge characteristic while task significance and task identify 
could be seen as part of the recognition and control respectively. The latter results are 
consistent with empirical research in which they reported that task identity,
Chapter 4
124
significance and variety are not separable aspects of jobs (Dunham et al, 1978; Fried 
and Ferris, 1986; Cordery and Serastos, 1993). In the present study, feedback and 
control were factorised into two distinct aspects which provide a further evidence of 
their importance in contemporary jobs.
Furthermore, the present results clearly show that the five characteristics of the 
JCM are definitely insufficient for diagnosing the quality of contemporary jobs as 
there are other important job characteristics which seem to be vital to employees’ 
work lives. The characteristics o f support (supervision support and co-workers 
support), the intellectual challenging (cognitive demands and related concepts), 
physical environment, organisational rewards (recognition and payment), and work- 
life balance are vital aspects in contemporary jobs. These results suggest that job 
design nowadays is not a mater of job ‘content’ enrichment but it is also a job 
‘context’ quality.
Furthermore, comparing the current job characteristic list with the one presented in 
Table 2.1 (the prominent characteristics in the main job design theories) indicate that 
the present list includes all the characteristics promoted by most of the existing job 
design theories. Therefore, this list can be considered as comprehensive and an 
improvement to job characteristics research because it addresses variables that were 
neglected by many of the theories such as support and work-life balance. 
Furthermore, the present list, to a great extent, overlaps with Warr’ s Vitamin Model 
(VM) core job characterises. All o f the characteristics in the present list can be found, 
more or less, in the VM . However, the present list has advantages which were 
extracted empirically from the employee’s perspective while Warr’ s list is based on 
literature review and personal judgment.
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Based on these empirical results, it would be safe to claim that these characteristics 
represent the critical aspects in diagnosing work quality. The identification processes, 
the sample size, and the use of qualitative and quantitative methodologies, all o f these 
provide support to the degree of importance of each of the identified characteristics. 
Additionally, the criticisms posed towards the identification processes of the JCM 
characteristics and their origin has been avoided in this study. As explained earlier, 
the identification processes of these characteristics were from the employee’ s 
perspective in which qualitative (interviews and content analysis) and quantitative 
(checklist and factor analysis) techniques were applied in the identification process 
from data collected from around 500 employees working in various job types and 
occupational sectors. This constructional methodology is pioneering among existing 
job design theories. None of the existing job design theories have attempted to 
identify the core job characteristics empirically, from the employee’ s perspective, 
using qualitative and quantitative methodologies. Therefore, it could be argued that 
these results give more realistic opinions and a deeper understanding of employees’ 
requirements or opinions in contemporary jobs.
Furthermore, as anticipated in the second chapter, identifying the job 
characteristics from the employee’ s perspective helped in addressing other criticisms 
posed towards the dimensionality structure of the existing job characteristics, 
especially for those criticisms concerned with the lack of variables responsible for 
cognitive enrichment or job context quality. First, a close look at the extracted 
characteristics has indicated that they contain dimensions identified by literature as 
variables responsible for increasing the cognitive aspects of the job. Research has 
indicated that characteristics like intellectually challenging tasks, control, feedback, 
task-ability fit and social contact, management practices and recognition are crucial
Chapter 4
126
aspects that increase cognitive enrichment and loading jobs with complexity (e.g. 
Gottffedson, 1997). Job complexity literature suggests that dealing with people tends 
to be complex and that task variety, lack of intensive supervision, challenge, and 
training opportunities all contribute to complexity. Gottffedson (1997) has noted that 
complex jobs tend to be unstructured, entail much self direction, general 
responsibility, variety and change, attention to detail, and emphasise creative rather 
than routine activities. On the other hand, the more highly supervised, more repetitive 
and physical the job, the less cognitively complex it is. The current extracted 
characteristics have the potential to provide all these features especially with variables 
of intellectually challenging task, control, taslc-ability fit, and supportive friendly 
environment. For instance, research has shown that the quality of social contact 
between members has proven to increase job complexity because work group 
members leam from each other and therefore, task mastery becomes greater (Pearce 
and Ravlin, 1987). These results suggest that the current characteristics have the 
potential to diagnose complex occupations that the JCM failed to enrich (Kuk et al, 
1999).
The second point is that the current characteristics contain six job contextual 
factors that have been acknowledged by employees as critical aspects for work 
quality. Absence of job contextual characteristics (e.g. social contact) was a major 
criticism of the JCM and other job design approaches (Parker and Wall, 1998; Parker 
et al, 2001; Guest & Conway, 2003). The participants of the current study emphasise 
the importance of the context of the job where tasks are executed such as social 
contact, supportive supervisors, recognition, payment, work-life balance and physical 
environment in diagnosing work quality. These results suggest that job design today 
was not seen only as a matter of task design but also a matter of contextual quality.
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Contemporary research has indicated that such variables are important in many 
individual and organisational outcomes such as job satisfaction and trust in 
organisations (Robinson & Rousseau, 1994), performance and turnover (Robinson,
1996), as well as organisational commitment (Guzzo et al, 1994).
hi conclusion, most o f the current study characteristics have been acknowledged in 
past organisational behaviour research but none of the existing job design research has 
addressed the full list in a single list. As discussed earlier, these characteristics have 
the potential to promote many attitudinal and behavioural work outcomes including 
organisational commitment, motivation, learning, performance, and wellbeing, 
because they represent the ‘good’ job definition from the employee’s perspective. The 
implications of these results on job design research will be presented in the next 
section.
4.4.3 Implications for job design research
Reviewing job design literature indicates that the job characteristics were 
categorised either based on their role in job design or on the work outcomes they 
influence or on both of them together. For example, Hygiene-motivation theory 
(Herzberg et al, 1959) categorised the job characteristics based on the type of the 
characteristics and the outcomes they influence. The first category is the ‘motivators’ 
characteristics that influence work motivation. The second group is the job hygiene 
factors that influence work satisfaction. Vitamin Model (Warr, 2002a) categorised the 
characteristics based on the type of the relationship between the job characteristics 
and wellbeing. Therefore, there are characteristics that have linear relationships with 
mental health (e.g. autonomy) and characteristics that have curvilinear relationships
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(e.g. payment). For the present characteristics, both ways are relevant in 
differentiating the type and the effect o f job characteristics and their relationships with 
work outcomes. However, at this early stage of the research, the present job 
characteristics will be distinguished based on their type and the anticipated work 
outcomes that they influence. The relationships between characteristics and outcomes 
(linear or curvilinear) will be returned to in the 7th chapter as an implication for job 
redesign and an idea for further research. The latter type of categorisation requires 
further investigation which is not the interest o f the current thesis.
Based on above discussion as well as the discussion presented in the second 
chapter, categorising these characteristics into two sub groups is suggested. The first 
group is the ‘job content characteristics’ that contains the tangible characteristics of 
job tasks and how these tasks are regulated, organised and maintained in order to 
deliver job duties or organisational requirement. These characteristics are: 
intellectually challenging tasks, control, feedback and training adequacy. The second 
group is the ‘job context characteristics’ group that contains the psychosocial features 
of the job circumstances where that tasks are executed such as the way tasks are 
supervised or the effect of tasks’ regulation in employee’s personal life. These 
characteristics are supportive supervisors, supportive co-workers climate, financial 
rewards, work-life balance, recognition, and physical environment. The two groups 
are displayed in Figure 4.1. This categorisation was seen as helpful in having initial 
distinction about the characteristics that would help employees to deliver their tasks 
from those characteristics that would help employees to be proud of their organisation 
and create a sense of mutual trust and comfort.
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The ‘content’ characteristics are important for task completion or delivering task 
duty effectively. For example, an employee who has substantial freedom in deciding 
the work methods, tools and work pace will deliver job duties more effectively than 
an employee whose work is tidily structured (Jackson et al, 1993). Furthermore, 
employees who have stimulating tasks, regular feedback, and continuous training to 
keep him/her updated in his/her filed, would be able to deliver work tasks effectively 
in quantity and quality (e.g. Karasek et al, 1990, Hackman and Oldham, 1980; Frrese 
and Zapf, 1994). On the other hand, we suggest that the job context factors are more 
important in perceiving the job as a quality one but not necessarily important for task 
performance or completion. Perhaps giving an example will illustrate the distinction 
between the effect o f job ‘content’ and ‘context’ factors. Some of the quotes indicated 
by the participant in the first study may be useful here. A  33, female, Human 
Resources manager stated:
“I  have other team members worJdng in other parts o f  the company... it ’s very 
frustrating that you don ’t receive feedback about what they are doing in a daily 
basis
Another participant stated:
“I  resigned from  my jo b  recently because o f  the barriers in my jo b  ... I  get frustrated 
at the end, I  tried to change the situation but it was out o f  my control”.
These quotes indicate clearly that the participants were frustrated because they lack 
of control and regular feedback which were perceived as important aspects of 
delivering their work duties. Similarly, job context factors were perceived as 
important aspects for motivation and satisfaction, and here are some quotes that 
support this notion:
"7 fe e l satisfied when I  receive the money at the end”  62, fem ale, administrative 
secretary
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“The physical environment... that’s important fo r  the staff... one that homely but also 
one that’s functional... and ju st generally having the whole environment conductive to 
safety... it ’s has huge impact on the sta ff that work there and p eo p le ’s mental health ” 
36, fem ale, travel agent.
“I  fe e l satisfied when the investigator says that my report helped in the right 
direction ”  30, fem ale, behavioural investigator advisor.
“ The reason that I  am motivated is because I  work with people who you talk to every 
day ” 41, fem ale, fo o d  service assistant.
These states are similar to what has been reported in the literature. Empirical 
research has shown that perceiving the job as a quality one is important in building 
trust in organisation (Robinson and Rousseau, 1994), commitment (Guzzo et al, 1994) 
and employees wellbeing (e.g. Rhoades and Eisenberger, 2002; Holman, 2002). 
However, the above distinction shows how these factors work, this does not mean that 
job content and context factors are working separately, neither that the presence of 
each of them is sufficient to obtain gains in work performance or the employee’s 
wellbeing. It is clear that both aspects are complementary as far as the quality of a job 
is concerned.
On a different issue, some points should be taken into account when attempting 
field testing. Firstly, although all these variables are critical to job quality, they should 
be applied with flexibility. Some of these characteristics (or part of the concept) might 
not be suitable for some particular jobs. As an example, the physical environment 
variable might not be applicable for all job types. A  job with less noise or temperature 
variation would not be applicable for an outside sales representative as there will be 
no way to control the noise or temperature coming from the street but safety 
procedure (e.g. equipments for personal safety) will be highly applicable in such an 
environment. Therefore, the flexibility here is about the instrumental definition of the 
job characteristics, which varies between jobs, but not excluding it from the job
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redesign formula. A  detailed discussion of the implications of these characteristics for 
job redesign will be presented in Chapter 7.
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Job content characteristics
The tangible features o f the job tasks and how  
these tasks are organised and maintained
Job context characteristics
The characteristics o f the job circumstances in 
which the task are delivered within.
Figure 5.1: the critical job characteristics in contemporary jobs
Another important point is the measurement that should be used to assess each of 
the job characteristics. Our proposition here is that there is no instrument applicable to 
all types of jobs. The job dimensions might be valid to all jobs, but the way they 
measured might be different. This is considered more effective than having one 
measure for all job types. As an example, one of the flaws of the Job Characteristics 
Model is that the instrument used to measure its dimensions (i.e. Job Diagnostic 
Survey JDS) was developed mainly using shop floor workers (Hackman and Oldham,
Intellectually challenging 
tasks
Feedback
Training adequacy
Control
Supportive supervision " \
Supportive co-workers
Work-life balance
Financial rewards
Recognition
Physical environment J
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1975) and was applied to all job types. This had proven to be incorrect as the JDS 
failed to diagnose complex jobs such as those of physicians and pilots (ICuk et al, 
1999). However, a single measure for all job types would not help job design 
development as the type o f tasks or organisational climate differ between 
organisations. For instance, feedback for shop floor workers would be different from 
other job types, such as customer services representatives. Feedback from agents for 
the latter job would be highly valuable while with assembly lines, feedback from the 
job itself and supervisors would be more important. This means that a particular scale 
for each jobs group should be accommodated to reflect job description and available 
resources within the general concept o f the critical job characteristics, hi practical 
terms, this calls for an approach that focuses on a thorough diagnosis of the work 
context prior to any job design research.
4.4.4 Strengths and limitations
In the general discussion some of the strengths of the present research were 
highlighted. The characteristics identified in the present research have empirical 
evidence to support the fact that they are the critical job characteristics in 
contemporary jobs. Previous job design theories developers identified the critical 
characteristics based on literature review and personal judgment. In addition, this is 
one of the rare studies that has addressed the employee’s opinion in the identification 
process, which was a criticism which characterised existing job design theories in 
general.
Another strength of the present study is the content of the results. The present 
study expanded the narrow focus of existing job design research in which they
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focussed on ‘task’ enrichment and neglected the ‘job context’ factors. Six ‘job 
context’ characteristic were identified here that were perceived as important to 
employees work life quality. Although the job content features were addressed in 
existing job design research, we reemphasised them in a wider perspective (e.g. the 
narrow focus of feedback from the job itself to include agent feedback). The present 
study, however, provided empirical evidence for the importance of the ‘job context’ 
characteristics that where overlooked in job design research and yet, it is now time to 
address them seriously in job design research.
Despite these strengths, there are some limitations that should be taken into 
account when generalising these findings. The first limitation is due to the sampling 
procedure. The sample was cross sectional and did not include all job types or levels. 
In addition, some sampling variables were not controlled, such as skilled versus 
unskilled jobs, ethnic variables etc.
Furthermore, the methodology of extracting job characteristics may have had some 
limitations. Firstly, the features that were excluded should be accepted with caution. 
Although there are logical and statistical justifications behind the exclusion, some of 
the excluded features where close to the cut off point (51%). Thus, some items might 
be important but they were excluded because o f the statistical techniques applied in 
this study (e.g. team work). Therefore, it is worth investigating these items using other 
samples or job types.
Secondly, some of factors should be taken with caution. Some factors contained 
homogeneous items with high internal consistency indicated by Cronbach’s alpha 
(e.g. intellectually challenging tasks, recognition etc.). Other factors were less 
homogeneous and with low internal consistency (e.g. home work conflict, decision
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latitude, autonomy). Consequently, some o f the characteristics were not consistent 
with all items in the dimension. Although the factor label reflects the most visible 
items in the dimension (i.e. items that have the highest loadings), some items were 
excluded from the definition (e.g. job security item in dimension 12 in Table 4.2). 
Therefore, any future implementation o f this list should be taken with these 
limitations in mind.
4.5 CONCLUSION
The aim of the study was to distinguish the important job features (extracted 
qualitatively in study one) from the less important ones using quantitative techniques 
and large size sample. The second aim was to structure the important job features into 
broader dimensions. As a result, ten job characteristics were identified that were 
perceived by employees as critical aspects in contemporary jobs. Perhaps the main 
conclusion to be derived from the current results is that identifying job characteristics 
from the employee’s perspective has proven to reflect better understanding of the 
requirements of contemporary jobs, as well as solving the problem of adopting 
particular job characteristics because of the backgrounds of the researchers. In 
addition, this methodology addressed some criticisms posted to some of the existing 
job design approaches such as the lack of variables responsible for cognitive and 
contextual enrichment.
The second important implication is that job enrichment is no longer a matter of 
job content enrichment in which tasks were merely ‘ loaded’ with control or variety. 
Improving job context factors is seen as having a vital role and work in parallel with 
job content factors in producing gains in work outcomes. From the current study
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results, as well as previous findings, it could be indicated that some of the job 
contextual aspects are more critical to employees than the job content factors such as 
control or feedback. For instance, 95.7% of the current sample indicated that it is very 
important to them to have a job with social contact (item 22 in the Table 3.1) while 
just 65.5 %  of the sample indicated that having a job that offers decision latitude (item 
39 in Table 3.1) is an important job aspect. These responses are compatible with 
previous findings in which Fletcher & Jones (1993) indicated that job contextual 
factors are critical and reported that support accounted for more of the variance in 
men’s anxiety than demands and control together. Moreover, Johnson & Hall (1988) 
found indications that, for women, social support may be a more important predictor 
of cardiovascular disease relevance than work control.
As will be discussed in detail in Chapter 7, this study challenges the popular belief 
of the inapplicability of designing job context factors. It is argued that the job context 
factors (physical, individual, and social variables) can be designed in the same way 
control and feedback. Designing job contextual factors was overlooked in job design 
research. This study hopes to be a catalyst to address job context factors more 
seriously in job design research.
4.6 FURTHER DIRECTIONS
The overarching aim of the present research is to investigate how work is designed 
within modem jobs, and the consequences of these designs on employee wellbeing 
and productivity. Bearing in mind that the critical job characteristics in contemporary 
jobs have been identified, the next step is to develop these characteristics into a job 
design model that would enhance individual work performance and employee’s
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wellbeing. Therefore, the next chapter will be dedicated to describing a theoretical 
trial to link the extracted job characteristics list identified in this study with relevant 
work outcomes and mediating variables.
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5  D E S IG N IN G  JO B S  T O  P R O M O T E  W O R K  P E R F O R M A N C E  
A N D  E M P L O Y E E ’S W E L L B E IN G
5.1 INTRODUCTION
J _ n  this chapter, we will address the broader aim of this research which is to put 
forward and examine the critical job characteristics identified in the early chapter in 
order to develop them into a job design model that is appropriate to recent changes 
occurring within the modem workplace context. The overarching aim is to investigate 
how work is designed within modem jobs, and the consequences o f these designs on 
employee wellbeing and productivity. This includes outlining the narrow focus of 
existing job design models, as well as putting foiward a job design model that 
consider wider issues and extension to job design research.
5.1.1 Job design research and theory: a narrow focus
Chapter 2 of the present research contains a description of job design research. We 
indicated that job design research is concerned with investigating the premise that 
more complex jobs (e.g. vertical enlargement) with greater job control over work pace 
and methods improve employees’ quality of working life and their productivity. The 
early job design research focused on investigating the negative effects of the 
Taylorised jobs (simplified) on people’ s behaviour and fatigue. Over time, job design 
research has become more theoretical and started becoming proactive in which
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recommendations for ‘good’ jobs were made. This included identifying the critical job 
characteristics responsible for improving employees’ work life quality. Different 
plural and approaches were developed such as the Hygiene-Motivation theory, the Job 
Characteristic Model, Action Theory, Socio-Technical approach, Demand-control 
model o f strain and the Vitamin Model. Although there are overlapping concepts 
between these approaches, each of them provided a different prescription for the 
‘good’ job.
As indicated on different occasions, the major drawback with these models is their 
narrowness, which is a problem that characterises job design research in general. For 
instance, the JCM focused on job enlargement and the hypothesis that jobs with 
certain ‘task’ characteristics such as high autonomy and variety, lead to motivated 
workers who perform better, are less absent, and who are more satisfied with their 
work than employees in simplified jobs. However, ‘job context’ factors such as 
managerial practices, work-life balance, physical environment etc. were generally 
overlooked in job design research.
Furthermore, because such theories were a reaction to overcome the negative 
outcomes of simplified jobs, the job design research has tended to focus on 
motivational outcomes and mechanisms such as people’s ‘affective’ reactions to jobs 
e.g. satisfaction. ‘Active’ outcomes (impacts that involve behaviours) such as 
absenteeism were included occasionally and more rarely performance. The ‘reactive’ 
outcomes (impacts that occur at the cognitive level and do not require a motivational 
state) such as development and learning on the job have received little attention either 
as outcome variables or as a mechanism that facilitate work performance. As a result, 
the job design research, and the JCM in particular, tended to regard people as passive
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‘reactors’ to job redesign. In reality, this is not the case as people are ‘active’ who 
change in responses to how jobs are structured or regulated. Action Theory suggests 
that people develop new strategies according to the work system applied. For 
example, enhanced job control allows people to adjust their work demands and 
requirements. This also facilitates the development of skills, knowledge and 
orientations needed for effective performance. In addition, a proactive personality will 
be an outcome of job design rather than an input in the sense that it is believed that 
work enhances personality (Hacker, 1986).
Bearing in mind that we have already extended the critical job characteristics from 
the narrow focus on enriching ‘job content’ (task) factors to include the ‘job context’ 
factors, the next step is to expand another part of job design research which is the 
mechanisms that explain how job design lead to work outcomes. The suggestion 
includes expanding the mechanisms that explain how job redesign leads to work 
outcomes, from the narrow focus of motivational mechanisms to include cognitive 
ones. Cognitive mechanisms regard employees as proactive recipients, who adjust 
according to work systems and demands to enhance their personality, knowledge, 
abilities and attitudes. This was seen by many job design commentators as better 
understanding how job design enhances work perfonnance and employee’ s wellbeing 
(e.g. Parker et al, 2001; Holman and Wall, 2002; Warr, 2002b).
Consequently, the purpose of the cun*ent (and final) study is to develop the critical 
job characteristics identified earlier into a job design model. To achieve this aim, the 
current study consists o f two steps. The first step is a theoretical trial to fonnulate a 
job design model. This trial explains our suggestion of how job characteristics 
influence employee’s wellbeing and work performance via both cognitive and
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motivational mechanisms. The second step of the current study is empirical research 
that aims to examine the hypotheses o f the model in the field using a cross sectional 
sample. The theoretical framework of the model will be presented in the current 
chapter while the next chapter will describe the empirical study.
5.2 TOWARDS AN EFFECTIVE JOB DESIGN MODEL
The model of job design, shown in Figure 5.1, distinguishes between three 
categories of variables, namely critical job characteristics, outcomes and mediator 
variables. The first part o f the model is based on the empirical findings presented 
earlier in this research (i.e. the critical job characteristics) whereas the other parts are 
theoretical and based on literature review. W e consider each of these categories next.
Figure 5.1 a suggested job design model that enhances employee performance and wellbeing
141
The first category is a list of job characteristics that were identified in the first two 
studies using qualitative and quantitative data collected from over 500 employees 
working in various job types. These two studies resulted in an expansion of the 
traditional range of work characteristics and included a wider range of aspects. As 
indicated earlier in the fourth chapter, many of the traditional job characteristics 
addressed by most of the previous theories remain highly relevant within the modem 
workplace context (e.g. cognitive demands, variety, control, feedback and 
recognition). Other characteristics have been addressed previously by one or two 
theories (e.g. training adequacy, supportive supervision, supportive co-workers and 
financial rewards) and some of them addressed for the first time in job design theories 
(e.g. work-life balance). Each of these characteristics were discussed in detail in 
Chapter 4. W e concluded that these characteristics have strong empirical evidence 
that they represent the critical dimensions in diagnosing job quality in today’s 
workplace.
The main result of the previous two studies is that job characteristics were 
expanded from the narrow focus of enriching job content (task) characteristics (the 
tangible characteristics o f tasks and how they are regulated) to include the job 
contextual factors (the psychosocial features o f the job circumstances where tasks are 
executed). Four ‘job content’ (task) characteristics were seen as important aspects in 
contemporary jobs. These characteristics are: intellectually challenging tasks, control, 
feedback and training adequacy. The second group is ‘job context’ characteristics 
which contains six factors. These characteristics are supportive supervisors, 
supportive co-workers climate, financial rewards, work-life balance, recognition, and
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physical environment. We indicated also that task content characteristics facilitate 
delivering job duties and task completion while context characteristics improve 
employees’ quality of working life. Based on the discussion presented in the fourth 
chapter, the definition of each characteristic in both groups is provided in turn.
5.2.1.1 Job content characteristics
The tangible features o f  the tasks and how they are structured, organised and 
maintained in order to deliver jo b  duties or requirement effectively. These 
characteristics are1:
1. Intellectually challenging tasks: the degree to which the job provides mental 
stimulation and challenging tasks, which involve problem solving and using a 
variety of abilities, methods and skills.
2. Control: the degree to which the job provides substantial freedom and 
discretion to the individual to make decisions about their work processes or 
procedures.
3. Feedback: the degree to which an employee receives direct and clear 
information about the effectiveness o f his or her performance by carrying out 
the work activities and from some other persons as well (such as co-workers 
or supervisors).
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4. Training adequacy: the level o f fit between task demands and the employee’ s 
abilities in which the job provides chances for continuous training that helps 
them to master their tasks or develop new skills.
5.2.1.2 Job context characteristics
The psychosocial features o f  the jo b  situations where tasks are executed and affect the 
quality o f  work life. These characteristics are:
1. Supportive supervision: the degree to which the job has supportive supervisors 
who show competency in work related knowledge, express concern for 
employees' feelings and needs, and encourage them to develop their skills.
2. Supportive co-workers climate: the degree to which the job promotes a 
cooperative working environment in which the colleagues can socialise 
together, ask help from each other, and back each other up when necessary.
3. Financial rewards: the degree to which the job provides fair financial 
remunerations in which the employees have a positive perception of the 
balance between their efforts and the payment they receive.
4. Work-life balance: the degree to which the job provides balance between work 
demands and employee personal life in which work does not interfere with 
family life (work-to-family conflict) and family life does not interfere with 
work (family-to-work conflict).
5. Recognition: the degree to which the employees receive appreciation for their 
knowledge, skills and experience within their profession from the job itself, 
colleagues, supervisors, and customers.
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6 . Physical environment: the degree to which the job provides employees with 
satisfactory physical working conditions and the worksite has healthy features 
such as low noise, acceptable air temperatures and absence o f hazards.
hi general, the main assumption here is that these 10 job characteristics can 
positively affect employee attitudes and behaviours at work and show ‘affective’ and 
‘ active’ reactions via cognitive and motivational mechanisms. These relations will be 
discussed in detail in turn.
5.2.2 Job redesign outcomes
As we indicated in the introduction, most job design theories assume that enhanced 
job design such as more control, feedback, support etc. creates opportunities for 
considerable self direction, learning and personal accomplishment at work (Karasek 
and Theorell, 1990; Hackman and Oldham, 1976). Therefore, as a result of job 
redesign, changes may occur that are more dynamic, developmental and proactive. 
Hackman and Oldham’s JCM assumes that enhanced job design makes people want to 
expend more effort and produce higher quality work. The authors acknowledged that 
this might also work the other way; that is, when people in enriched jobs perform 
well, they feel satisfied and motivated (Hackman and Oldham, 1980). The Social 
technical approach assumes that developing control in work groups will enable the 
‘joint optimisation’ o f both the technological and social aspects of work. A  successful 
‘joint optimisation’ will reflect on employee’s productivity, satisfaction and mental 
health (Chems, 1976). Finally, Action Theory indicates that people working in 
enriched jobs, such as high control, allows employees to quickly and efficiently deal 
with increased information processing demands and therefore, facilitate the
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development in skills, knowledge and orientations needed for effective performance 
and better mental health (Hacker, 1986). Therefore, there is logic and considerable 
empirical research for assuming that enhanced job design would lead to better 
performance, enhanced personality and better mental health.
In the next sections, we review evidence that suggests that our critical job 
characteristics list has the ability to positively influence work performance and 
employee wellbeing. W e then propose two variables to mediate the relationship 
between the work factors and work outcomes to understand how emiched job design 
enhances performance and wellbeing. Finally, we outline our hypothesis.
5.2.1.1 Job characteristics and work performance
After we have identified the critical job characteristics in contemporary jobs, we 
hypothesise that these characteristics will produce improvements in work 
performance for two reasons. The first reason is that these characteristics provide all 
the sources required for highly performing individuals which were identified by 
recent work performance research. Specifically, the accumulation of research of work 
performance has conceptualised performance as a function of M otivation, Ability 
(knowledge and skills) and Opportunity (Blmnberg and Pringles, 1982; Parker and 
Turner, 2002). This means that performance has three dimensions. One o f them is the 
motivation to do job tasks; the second is having the ability, skills and knowledge. The 
third aspect is that jobs should provide the opportunity to utilise those skills and 
abilities (e.g. work conditions, tools, decision authority, co-workers, supervisors etc.).
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The task and context characteristics addressed by the current model appear to have 
the potential to feed the three sources of individual work performance. The JCM 
already provided evidence that enhanced job ‘content’ design such as control, variety, 
and feedback increase the motivational potential of jobs that make people want to 
perform better (cf. Hackman and Oldham, 1980). Action Theory indicates that 
enhanced job design (e.g. high control, challenging tasks, communication quality 
between team members, and opportunity for advancement and personal development) 
improves employee’s ability (knowledge) and enhances their personality (Frese and 
Zapf, 1994). The socio-technical approach indicates that autonomous work groups 
provide employees with more chances to utilise their skills or to develop new ones in 
comparison with groups that have to work under close supervision (cf. Parker and 
Wall, 1998). All the above variables promoted by the three theories are addressed in 
the current job characteristics list (see Table 2.1 for comparison). Therefore, we argue 
that jobs that contain stimulating tasks, high control, adequate training, supportive 
supervision, cooperative co-workers, balance between work demand and personal life, 
recognised and valued members, a perceived balance of effort and financial rewards, 
healthy and physical environment- would increase the Motivation potential of the job, 
improve employees’ Ability (skill and knowledge) as well as provide the Opportunity 
to utilise their skills. According to Blumberg and Pringles (1982), such workplace 
environment that feed the three aspects of performance would definitely produce high 
performing employees.
The second reason is that the current characteristics (as discussed in Chapter 4) are 
increasing job complexity. Job complexity was seen as an important aspect in 
determining employees’ perfonnance (cf. Kulc et al, 1999; Gottfredson, 1997; Parker 
and Wall, 1998). Gottfredson (1997) reported that job satisfaction and perfonnance is
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positively correlated with highly complex jobs. The author demonstrated how 
performance would be improved as a result of increasing task complexity. Task 
complexity is not just about having control, variety and feedback. The literature on 
job complexity suggests that dealing with people tends to be complex and that task 
variety, lack of intensive supervision (e.g. monitoring), change, training opportunities, 
and rewards system all increase job complexity and have the ability to convert simple 
jobs to complex ones. Furthermore, Gottffedson (1997) noted that jobs high in overall 
mental difficulty tend to be unstructured, entail much self direction, general 
responsibility, involve time pressure, variety and change, attention to detail, and 
emphasise creative rather than routine activities. A  closer look at the job 
characteristics addressed in the present study indicates that they are indeed providing 
most of the factors required to increase job complexity. Therefore, we assume that 
these critical characteristics would positively affect work performance.
On a different issue, the work performance in this study was referred to as 
‘individual work performance’ . The latter concept is an outcome of the recent 
framework provided by Parker and Tmner (2002)2 in which they provide a conceptual 
framework for assessing performance. They indicated that with respect to 
performance, work design research often focuses on such outcomes as the number of 
products made or sales achieved, and sometimes on quality, but less often 
systematically assesses dimensions such as contextual performance e.g. helping co­
workers (Borman & Motowidlo, 1993) or proactive performance (e.g. use of 
initiative). The latter types of outcomes have been given serious attention in the more
2 This was a theoretical framework that aimed to provide agenda for the relationship between work design 
and individual work performance. The authors proposed a model for future research. The model proposed 
that enriched work design influences individual work performance via three key categories o f psychological 
mechanisms, motivation, knowledge and skills, and opportunity. Another feature is that they proposed an 
expanded criterion of performance indicators to include task, contextual and proactive behaviours.
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general performance literature only in the last decade or so. Therefore, Parker and 
Turner (2002) suggested that performance is multi-faceted and provides a new 
criterion (which we adopt in the current study) for assessing individual work 
performance. This criterion has three dimensions: task performance, contextual 
performance, and proactive performance. The definitions of these dimensions are as 
follows:
■ Task performance: the degree of efficiency of delivering the core technical 
activities earned out by individuals within their jobs (i.e. task proficiency).
■ Contextual performance: the level of activities that support the organisational, 
social, and psychological context within which the job is performed, such as 
helping others and being on time (i.e. punctuality).
■ Proactive performance: the level o f initiative activities expressed by the 
employee and includes pro behaviours like asking for challenging tasks and 
producing new work approaches (e.g. use of initiative).
In conclusion, the focus here was how job design is an antecedent to work 
performance. In particular, the proposal is that the critical job characteristics are 
acting as the axis of work performance (motivation, ability and opportunity), hi 
addition, we acknowledged that work performance is multi-faceted (i.e. task, 
contextual and proactive). Accordingly, we assume that the current critical job 
characteristics are positively associated with the individual work performance.
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All job design theories assumed that emiched jobs enhance people’s mental health. 
Different explanations were given. The JCM assumed that jobs with certain task 
characteristics such as high autonomy and variety lead to motivated workers who are 
satisfied with their work rather than employees in simplified jobs. Satisfaction was 
seen as part o f the mental health necessary for employees (cf. Oldham, 1996). The 
Demand-control model of strain assumes that jobs with high demands and high 
control are ‘active jobs’ that stimulate learning. Active jobs reduce strain, boredom 
and improve mental health (cf. Jones and Fletcher, 2003). Action theory suggested 
that people develop new perspectives and cognitive strategies if they have a high 
quality job (high control, challenge, opportunity for social contact etc). The 
proposition is that more complex jobs may change people’s level of activity, their role 
values, and enhance their personality and their mental health (Hacker, 1986). The 
effort-reward imbalance model suggests that the perceived balance between efforts 
(e.g. job demands) and the compensations received for these efforts is vital for mental 
health. The imbalance between efforts and rewards negatively affects mental health 
and may cause cardiovascular diseases (Seigrest, 1996). Finally, the Vitamin Model 
assumes that a number of ‘task’ and ‘context’ characteristics will influence employee 
mental health. Jobs that are below a certain quality standard (i.e. missing particular 
characteristics or the characteristics are insufficiently present) are affecting the 
employees wellbeing and may lead to depression and anxiety. Some of these 
characteristics are having a linear effect on wellbeing (the higher level o f enrichment 
is the higher of work impact e.g. financial rewards), while others are having a 
curvilinear effect (after the enrichment beyond a certain level there is no further 
improvement or even decrement e.g. control).
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A main conclusion that can be drawn from the above theories is that the relationship 
between job design and wellbeing is well established in occupational health research. 
Accordingly, in this study we are investigating the role of the current job 
characteristics in reducing job related burnout (as an aspect of wellbeing). Burnout 
was chosen to reflect the employee’s wellbeing for two reasons. The first one is due to 
the nature of the sample used to test the current model (police officers and bank staff; 
see Chapter 6), which can be described as jobs that require regular contact with 
people. Such job requirements are vulnerable for burnout. Maslach (1982) defined 
burnout as a syndrome of emotional exhaustion, depersonalisation, and reduced 
personal accomplishment that can occur among people who work with the public. 
This definition restricts burnout to people who do human services such as social work, 
police force, health services and teaching .
The second reason is that emotional exhaustion (one aspect o f burnout and similar 
to the strain aspect defined by Karasek (1979), and similar to work stress e.g. Warr, 
2002a) is systematically increasing in today’ s jobs. This increase is presented in a 
recent study among 21,500 European employees conducted by Merllie & Paoli
(2000). The authors reported that o f this sample, 27% report that ‘my health and 
safety is at risk because of my work’ and reported some common work-related health 
problems like stress (28%), and fatigue (23%). The authors indicated that these 
percentages are higher when compared with those of 1990 and 1995. This is not 
merely a European phenomenon, comparable figures are found in a representative 
sample of 3000 American employees (Bond et al., 1998). Twenty-six percent felt 
‘emotionally drained from their work’ , and the same proportion felt ‘burned out and
3 Other researchers have different views. For example, Demerouti et al (2001) argued that burnout can 
be found in all occupational services and suggested a new model for burnout to suit all job types called 
die job demands-resources model o f  burnout).
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stressed by their work’ . These figures indicate that emotional exhaustion becomes 
higher and higher in the current workplace and provides further evidence of the 
importance of addressing such aspects in job design research.
This study adopts a framework for the resources and indicators of burnout 
provided by the Demand-Resource Model o f Burnout developed by Demerouti et al
(2001). In this model, the authors characterised burnout in terms of emotional 
exhaustion and disengagement from work tasks. The definition of these dimensions 
(which we adopt in the current study) is as follows:
• Emotional exhaustion: the level o f the consequence of intensive physical, 
affective, and cognitive strain resulting from work.
• Disengagement from work tasks: the level o f distancing oneself from one’s
work, and experiencing negative attitudes toward the work object, work
content or one’s work in general.
However, there is a line of conceptual and empirical evidence that supports our 
assumption of the relationship between the current job characteristics and burnout. 
First, the task characteristics addressed in the current study are representing factors 
that would affect employee’s psychological health if the presence of these factors 
were diagnosed to be insufficient. I am arguing in the present study that jobs with 
poor task characteristics such as dull tasks, poor feedback, low control, and 
inadequate training have a negative effect and may cause emotional exhaustion and 
disengagement from work tasks. Similarly, high demands, a lot o f control (high 
responsibility) and too feedback (monitoring) may cause burnout.
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The other assumption is that burnout is not only caused by poor task characteristics 
but is also a matter of work quality. Much research indicated that poor job context 
factors are associated with work stress. For instance, in recent years, poor social 
support or social demands has become one of the important stressors in the 
workplace. Fletcher & Jones (1993) found that support accounted for more of the 
variance in men’s anxiety than demands and control together. Moreover, Johnson &  
Hall (1988) found indications that, for women, social support may be a more 
important predictor of cardiovascular disease relevance than work control. Many 
recent findings and theoretical reviews indicate that a healthy social and supportive 
environment at the workplace can improve employees’ wellbeing and reduce work 
related mental and physical disease (e.g. Houkes et al., 2003; Wan*, 2002; Parker et al. 
2001, Parker & Wall, 1998, Kompier, 1996). Moreover, research indicates that the 
following psychosocial variables are also found to have a notable role in affecting 
employees’ health: supportive supervision (Houkes et al, 2003); supportive co­
workers (Warr, 2002a), poor organisational rewards (Siegrist, 1996) and physical 
environment, role clarity and role conflict (Parker and Wall, 1998). Such poor 
resources have been related to a wide range of withdrawal reactions such as 
depersonalisation and alienation (Bunnk et al, 1998).
Therefore, Demerouti et al (2001) with their demand-resources model of bumout 
expanded the sources of job related bumout and identified 11 work stressors 
influencing bumout and its sub dimensions o f exhaustion and disengagement. These 
stressors were classified in two groups: the job demands group that contains physical, 
social, or organisational aspects of the job that requires sustained physical or mental 
effort and therefore, is associated with exhaustion. These factors are: physical
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workload, physical environment, time pressure, shift work, and recipient contact. The 
second category is job resources which refers to the physical, psychological, social 
and organisational aspect of the job (these are: control, feedback, rewards, supervisor 
support, participation, and job security) - that may (a) be functional in achieving work 
goals, (b) reduce job demands at the associated physiological and psychological costs, 
and (c) stimulate personal growth and development. Using structural equation 
modelling, the authors reported that high job demands are positively related to 
emotional exhaustion while poor job resources are negatively related to the 
disengagement from work task.
These results suggest that bimiout not only occurs when the employee is exposed 
to high demands for a long period but it can occur when jobs are below a certain 
quality standard (i.e. missing particular characteristics or the characteristics are 
insufficiently present). For instance, jobs that have characteristics such as dull tasks, 
insufficient control, inadequate continuous training, lack of regular feedback, conflict 
with supervisors, bad relationships with colleagues, poor payment, work-home 
conflict, an unhealthy workplace, are jobs with poor resources that may cause job- 
related burnout.
The current study adopts the conceptualisation provided by the job demands- 
resources model of burnout (Demerouti et al, 2001) as it identified burnout sources 
overlap with the current study’ s job characteristics lists. In particular, we argue that 
the combination of poor enrichment of the task characteristics (e.g. dull tasks, low 
control, poor regular feedback, inadequate training) along with poor job context 
factors (e.g. aggressive supervisor, bad relationships with colleagues, work-home
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rconflict, poor payment, unrecognised member, noisy workplace) may lead to work 
related burnout, as these variables may be perceived as stressors.
In conclusion, the basic argument that we adopt here, is that jobs which are below 
a certain quality standard (i.e. missing particular characteristics or the characteristics 
are insufficiently present) would lead to the feeling of burnout. However, the 
assumption here is that burnout is multi-sourced, i.e. is not caused by a single variable 
but rather an outcome of a combination of group of variables.
5.3 The mediating variables
Should the above assumptions be supported, the question arises as to why these 
effects occur. In the current study, the role of two mediating variables is investigated. 
The first mediator is Teaming on the job’ . Learning is the link between the task 
characteristics with work performance and job-related burnout. The second mediator 
is ‘organisational commitment’ that links the job context characteristics with work 
performance and burnout. These assumptions are explained in detail below.
5.3.1 Mediating role of learning on the job
As we indicated earlier, job design theory has tended to focus on motivational 
mechanisms (enriched job design makes people want to perform better and to develop 
job satisfaction). The ‘reactive’ outcomes such as development and learning have 
received little attention either as outcome variables or as a mechanism that facilitate 
work outcomes. A  criticism to the motivational mechanisms could be that they tend to
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regard people as passive ‘reactors’ to job redesign. In reality, this is not the case as 
people are not ‘ static’ , but that they change in response, to how jobs are structured or 
regulated. A  recent idea that has gained much ground is the notion that enriched job 
design allows employees to react positively by developing new perspectives and 
cognitive strategies that enhance their perfonnance and improve their personality4. 
Evidence is accumulating for this more developmental perspective. Thus, studies have 
shown a link between enriched job content design (e.g. high control, intellectual 
demands) and cognitive development (Kohn and Schooler, 1978), the acquisition of 
broader knowledge about the organisation, the development of more proactive 
orientations (Parker, Wall and Jackson, 1997), more chances for skills utilisation and 
increased self efficacy (Holman and Wall, 2002). Therefore, in the present study we 
hypothesised that enriched ‘job content’ design is facilitating employees’ learning on 
the job that would influence, in turn, their level of work perfonnance and wellbeing.
The relationship between job content or ‘task’ characteristics and learning is well 
documented in the job design literature. Research stemming from the demand-control 
model clearly indicates that the jobs with high demands and high control are 
producing the active jobs that provide employees with opportunities to develop new 
skills and an increased competence and mastery of job tasks (Karasek, 1979). Leach 
et al (2003) provided evidence of the role of empowerment factors such as autonomy 
and responsibility in producing positive effects on employees’ job knowledge, 
particularly among less experienced employees.
Parker et al (2001) indicated the learning and development perspective is 
consistent with the Action Theory (for review see Hacker, 1986; Frese and Zapf,
4 Quick response has been suggested as a cognitive mechanism in which performance increase by job  
enrichment because its enables employees to get a quick response to problems, (Kelly, 1992)
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1994). In brief, they indicated that Action Theory is knowledge-based regulation. A  
core feature of actions include that they are motivated by goals and regulated by 
cognition. Important implications derive from this emphasis on cognitive processes. 
The theory proposes increasing job control not only for motivational purposes, but to 
promote employees’ deeper understanding of the task. More broadly, action theory is 
underpinned by the premise that: ‘the human is seen as an active rather than a passive 
being who changes the world through work actions and thereby changes him- or her 
self (Frese and Zapf, 1994). It is proposed that the individual develops and changes 
through action, and hence that the work has some influence on the development of 
personality.
Therefore, in the current study we will investigate the mediating role of job 
learning between the task characteristics of intellectually challenging tasks, feedback, 
control and training adequacy, and work performance and bumout. By job learning 
we are focusing on the learning-related outcomes rather than the process of learning 
(how knowledge is acquired and developed) such as skill utilisation and self efficacy. 
Skill use and self efficacy were found to be positively correlated with each other (e.g. 
Leach et al, 2003). Holman and Wall (2002) defined skill utilisation and self efficacy 
as follows:
• Skill utilisation: the extent to which employees perceive that their job provides 
the opportunity for skill use and skill development.
• Self efficacy: an individual’ s beliefs regarding the likelihood that a particular 
course of action or behaviour can be carried out.
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However few studies in the job design literature addressed how job design factors 
relate to learning and the outcomes of skill use and self efficacy. A  leading study in 
this subject was conducted by Holman and Wall (2002) in which they investigated the 
role of learning (i.e. skill use and self efficacy) between work characteristics and 
strain in three competing models: direct effect, mediated and moderated effect. The 
authors reported that the data fit indices (using structural equation modelling) 
supported the idea that job learning has a mediating effect between job characteristics 
and outcomes, rather than a direct or moderating effect. The authors indicated that 
when the employees have control over their work tools and tasks, engage in a range of 
stimulating tasks, they gain more understanding of the broader work process and 
develop new skills and enhance their self efficacy. Therefore, it is assumed that such 
learning promotes better performance. Additionally, Paulus (2000) argues that 
creativity and innovation may be enhanced by task design enrichment and the 
opportunity for skill use and engaging in a range of tasks.
In the same way that task design variables of autonomy and stimulating task 
influence performance, they influence psychological outcomes such as burnout or 
strain. Autonomy, stimulating tasks and tasks that match employee abilities might 
enhance wellbeing by either reducing stressful work aspects (e.g. having the 
autonomy to return customer money for returned goods) or to reduce the negative 
impact of stressful work aspects (for example, having the freedom to take rest breaks 
when required). Strain or exhaustion might also be reduced via learning mechanisms. 
For example, Karasek and Theorell (1990) proposed that well designed jobs promote 
mastery, which in turn helps people to leam to cope with the stresses of the job. 
Similarly, Jackson (1989) suggested that people who feel ‘in control’ are more likely 
to use proactive problem-solving strategies to cope in uncertain situations.
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The final assumption is that the job content characteristics along with job learning 
have a greater influence on the individual work performance in comparison with 
bumout. This assumption is based on the nature of the task characteristics examined 
here in which we indicated that they are characteristics responsible for task 
enrichment and important for task performance 01* task completion. As indicated in 
Chapter 2, this assumption is supported by research in which characteristics like 
control challenge, feedback and task ability fit are important aspects for task 
completion, creativity and innovative solutions (e.g. Algera, 1998; Gottfredson,
1997).
In summary, for the current study we assumed that the job content (task) 
characteristics of intellectual challenge, control, feedback and training adequacy are 
providing employees with opportunities o f acquiring new skills or developing existing 
ones and would create a sense o f task mastery and self efficacy. These social- 
cognitive states are believed to positively influence work performance and negatively 
influence job related bumout.
5.3.2 Mediating role of organisational commitment
Organisational commitment is the second proposed mediating variable that links 
the job context characteristics group with the outcomes of individual work 
performance and employee bumout. There is a reason to expect that higher 
organisational commitment will be associated with work performance and burnout. 
That because employees who feel they are benefiting from employment with their 
organisation (e.g. social support, feeling of seniority, financial rewards, and job 
compatible with their life style) are expected to engage in behaviours that align with
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these goals. As such, employees will be happier (e.g. less exhausted) and have 
motivation to perform better.
By job commitment I am focusing on the commitment-related outcomes such as 
identification, involvement and loyalty. These dimensions reflect attitudinal and 
psychological perceptions that have been found to be important for the employee’s 
feeling of commitment (Buchanan, 1974). Cook & Wall (1980) identified 
organisational commitment as the degree to which the employee experiences an 
identification, involvement and loyalty with his or her job:
• Identification: this term refers to the employee having pride in the organisation 
and internalising the organisation’s goals and values.
• Involvement: a term referring to the psychological absorption in the activities 
of one’s role
• Loyalty: a term which refers to the affection for and attachment to the 
organisation and a sense of belonging manifesting as ‘a wish to stay’ .
In the current study, we assume that employees who have job ‘context’ 
characteristics above a certain quality standard are likely to develop a sense of 
identification with organisational goals, involvement with their tasks, and loyalty to 
their organisation. This will reflect on the level of commitment that they would devote 
to their organisations. Employees who are committed are expected to show higher 
levels o f perfonnance, to support organisational goals and to be more comfortable and 
happy which reduce the level o f bumout.
The first researchers who introduced organisational commitment as a mediator 
between job design and work outcomes are Barling and Zacharatos (1999). The
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authors proposed in their model of safe working that organisational commitment 
mediates the relationship between job design factors and safe working. The authors 
explained: a sense of affective attachment to an organisation can result from 
identification with organisational goals and an internalisation of the values they 
embody. In this way, employees who feel they are benefiting from employment with 
their organisation will engage in behaviours that align with these goals.
Barling and Zacharatos’s (1999) model o f safe working was retested by Parker, 
Axtell and Turner (2001) in a longitudinal study. The aim of this study was to extend 
the organisational approach to understanding the occupational safety by investigating 
the relationships between 8 job characteristics (i.e. work autonomy, role overload, 
role conflict, supportive supervision, framing adequacy, job security and 
communication quality) and safe working, as well as the potential role of 
organisational commitment in mediating the relationship. The analysis showed that 
organisational commitment has a mediating effect between some job characteristics 
and safe working. For example, supervisor practices and safe working were mediated 
by organisational commitment. The authors noted that managers can do more than 
introduce rules and punishment by frying to support employees and show their 
concern regarding workers’ safety which will reflect on employees’ commitment and 
their safe behaviours. Other characteristics were partly mediated by organisational 
commitment (e.g. communication quality). Others job content variables (e.g. role 
overload and role conflict) did not have any relationships with organisational 
commitment or safe working behaviours. The researchers explained that such a lack 
o f effect could be due to the presence of other untested mechanisms such as 
employee’s self efficacy and suggested to include developmental mechanisms in 
future research.
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However, employee commitment can result in enhanced work performance, and 
there are data to support this notion. For example, studies show a direct relationship 
between affective commitment and both individual performance (Meyer, 1997) and 
group level performance (Barling & Hutchinson, 2000). Much research argued that 
work performance is higher when employees have a sense of commitment to the firm 
generated by organisational practices and experiences that engender trust and respect 
(Robinson, 1996; Guzzo et al, 1994; Allen & Meyer, 1996)
Similarly, commitment is foimd to be related to bumout. Research lead by Haslam 
et al (in press) suggests an important role for social identification (one aspect of 
organisational commitment) within an organisational context and indicated that 
identification is a powerful predictor of affective outcomes such as bumout. The 
researchers suggested a mediating role for social identification between job 
characteristics and bumout in which identification plays a role as a motivational 
mechanism. The latter role is supported also by earlier research conducted by Haslam, 
Powell and Turner (2000) in which they reported that employees who identify highly 
with a given organisational group are found to be more motivated to act in a manner 
that advances the group collective interests which give them comfort and sense of 
belonging that reduces the work-related stress.
Organisational commitment is generated by the presence of job characteristics and 
practices that enable employees to recognise and work towards organisational goals. 
The way managers behave, signifies to employees that the organisation believes that 
they are capable of working towards organisational goals and that their contribution is 
valued (Tsui et al, 1997).
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Perceived Organisational Support (POS) research has shown that job context 
factors have an effect on employee organisational commitment. For example, jobs 
with financial rewards and reasonable work-life balance (some aspects o f the POS) 
are found to be correlated with high commitment because it implies an organisational 
investment in the employee (Davy et al. 1997; Kuhnert & Vance, 1992).
Psychological contract theory research has shown that contextual variables like 
leaders’ practices, supportive co-workers, tangible or intangible rewards are part of 
the psychological contact between employees and their employers. Violating the 
psychological contract has shown to reduce organisational commitment substantially 
(e.g. Robinson, 1996; Robinson & Rousseau, 1994).
To summarise, we assume that employees who work in an enhanced job context 
will develop a sense of commitment and affective attachment to their employing 
organisation. The hypothesis behind this, which we adopt here, is that employees who 
feel they are benefiting from employment with their organisation will engage in 
behaviours that align with organisational goals. Therefore, the positive perception of 
the job context characteristics addressed in the current study (i.e. supportive 
supervisor, supportive co-worker climate, life-work balance, financial rewards, 
recognition and physical environment) would develop a state of strong feelings of 
identification and loyalty among employees and would influence positively the 
individual work perfonnance and negatively job related burnout.
The final assumption here is that job context characteristics, along with 
organisational commitment, have a greater influence on the psychological outcomes 
of job burnout in comparison with the level o f influence on work perfonnance. This 
assumption is based on the nature and the definition of job context characteristics
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adopted in the current study in which we assumed that job context characteristics are 
responsible for work contextual enrichment They are also important for improving 
work quality but not necessarily important for completing the tasks. This assumption 
is also supported by the fact that job context characteristics (e.g. social support) have 
more effect on mental health. For example, Fletcher and Jones (1993) indicated that 
support from the job accounted for more of the variance in work related stress than 
demands and control together.
5.4 THE MODEL SUMMARY AND HYPOTHESES
The model of job design, shown in Figure 5.1, distinguishes between three 
categories of variables, namely critical job characteristics, outcomes and mediator 
variables. The first part of the model is based on the empirical findings presented 
earlier in this research (i.e. the critical job characteristics) and the other parts are 
theoretical, based on the literature review.
The critical job characteristics contain 10 dimensions that were perceived as 
critical to work quality. These characteristics were categorised into two sub-groups. 
The first group is the ‘job content’ characteristics that contained the tangible feature 
of the tasks and important in executing the tasks (i.e. intellectually challenging tasks, 
control, feedback, training adequacy). The second group is the ‘job context’ that 
contains the psychosocial variables of the job context where the tasks are executed. 
These are important for a positive perception of workplace quality, but not necessarily 
for delivering the tasks (i.e. supportive supervision, supportive co-workers climate, 
work-life balance, financial rewards, recognition and physical environment).
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In general, the main assumption here is that these 10 job characteristics can 
directly affect employee attitudes and behaviours at work. The suggestion is that 
employees should react positively to these dimensions and develop cognitive and 
psychological states that, in turn, positively influence their work performance level 
and enhance their wellbeing.
Furthermore, the model contains two mediating variables that were assumed to be 
a positive reaction to the enrichment of job content and context characteristics. These 
mediators are job learning and organisational commitment. These positive affects 
reinforce the individual and serve as an incentive for him/her to continue to try to 
perform well in the future, as well as creating within themselves a positive state o f 
wellbeing. If the performer has continuous chances o f tackling problems, rich 
feedback, and adequate training he/she will experience a positive perception o f 
continuous learning. Employees who have more knowledge and skills (expertise) 
show better performance and develop strategies to cope effectively in uncertain 
situations or under daily pressure. Similarly, if the performer has a supportive climate, 
work-life balance, good working conditions, continuous recognition and adequate 
payment he or she would perceive that they are benefiting from employment with 
their organisation therefore, would engage in behaviours that align with the 
organisation’s goals (high performance and effective coping strategies)
However, it should be noted that the generated cognitive and motivational states o f 
continuous learning and commitment should be highest when all the associated 
characteristics are fully enriched. If the performer developed a negative state o f any o f 
the mechanisms (which results from poor job design), this should affect employee 
perception o f the job and would reflect in turn on his or her behaviours or attitudes.
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However, it might be argued that this model overlapped, to some extent, with the 
job characteristics model. Although the layout and the structure o f the variables are 
similar in both models, the content o f the variables and the underlying mechanisms 
are quite different. The critical job characteristics in the present model are different in 
their focus and in the methodology used to develop the critical job characteristics. 
Firstly, while Hackman and Oldham developed their characteristics based on 
literature review and personal judgment, we identified the critical job characteristics 
empirically and based on the employee’s perspective. Secondly, the JCM’s 
characteristics focused only on the characteristics o f the content o f the job (task 
characteristics). In the present model, the job characteristics were expanded to address 
both the characteristics o f the job content (tasks) and the characteristics of the job 
context where the tasks are executed. Therefore, the JCM can be described as a ‘task 
design’ model while ours is a ‘ job design’ model that focuses on designing both the 
tasks and the surrounding context. Finally, the underlying mechanism of the JCM is 
based on motivational nature. That is, people who are working in enriched jobs are 
motivated to perform better and have more job satisfaction. In the present model, we 
used both cognitive and motivational mechanisms to explain how job design 
influences work perfonnance and employee wellbeing. That is, employees who work 
in enriched job design will develop motivational and cognitive strategies (knowledge 
and skills) which would enable delivering work duties effectively, and an 
enhancement in their personalities that will reflect on their wellbeing. In this respect, 
the JCM deals with people as ‘passive reactors’ to work systems while in this model 
we assume that people are ‘active recipients’ who change, develop, and adjust 
cognitively and behaviourally with the way work is structured and regulated.
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Within the above assumptions and definitions, six hypotheses were developed. 
These hypotheses are as follows:
1- Jobs that are intellectually challenging, have job control, regular feedback, and 
adequate framing stimulate learning on the job.
2- People working in jobs that have supportive supervision, supportive co-worker 
climate, work-life balance, financial rewards, recognition, and physical 
environment, will experience higher organisational commitment.
3- ‘Learning on the job’ and ‘organisational commitment’ are positively related 
to individual work performance and negatively to employees’ burnout.
4- ‘Learning on the job’ will mediate the relationship between the job content 
(task) characteristics group and individual work performance and employees’ 
burnout.
5- Organisational commitment will mediate the relationship between the job 
context characteristics group and individual work performance and 
employees’ bumout.
6- Job content (task) characteristics group and ‘learning’ have a greater influence 
on the work performance while job context characteristics group and 
‘commitment’ have more o f an influence on job related bumout.
However, before claiming any benefits that might be gained by applying this 
model’s principles, the model hypotheses needs to be empirically examined using 
field data. The hypotheses testing processes, using data collected via cross-sectional 
design and analysed using structural equation modelling, will be presented in the next 
chapter.
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6  JOB DESIGN, PERFORMANCE AND WELLBEING: AN 
EMPIRICAL EVALUATION
6.1 INTRODUCTION 
r
A  o this point, in Chapter 5 we put forward a job design model that considers 
wider issues and extensions to job design research. The model o f job design 
distinguishes between three categories o f variables, namely critical job 
characteristics, outcomes and mediator variables. The main theme o f this model is 
that employees who work in a quality job design (both at content and context 
levels) will become more knowledgeable, master their tasks and become more 
involved in their jobs. Expert and motivated employees are better performers and 
have the ability to cope better with daily work pressures and thus have a higher 
level o f wellbeing. Contrary to the Job Characteristics Model, we assume in this 
model that people are ‘ active recipients’ who change, develop, and adjust with the 
way work is structured and regulated.
Consequently, the aim o f the current study is to evaluate the above assumptions 
in the field using a cross sectional sample. The over arching aim is to examine the 
consequences of the extended job . design characteristics on employee wellbeing 
and productivity. Figure 6.1 displays the variables that will he tested in the current 
study. The hypotheses to be tested are presented as well.
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Figure 6.1 the job design model that is going to be tested in the current study
6.1.1 Hypotheses
1. Jobs that are intellectually challenging, have job control, regular feedback, and 
have adequate framing stimulate learning on the job.
2. People who are working in jobs that provide supportive supervision, 
supportive co-worker climate, work-life balance, financial rewards, 
recognition, and health physical environment, will experience higher 
organisational commitment.
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3. 3a) ‘Learning on the job’ and ‘organisational commitment’ are positively 
related to individual work performance. 3b) ‘Learning on the job’ and 
‘organisational commitment’ are negatively related to employees’ bumout.
4. Learning on the job will mediate the relationship between the job content 
(task) characteristics group and individual work performance and employees’ 
bumout.
5. Organisational commitment will mediate the relationship between the job 
context characteristics group and individual work perfonnance and employees’ 
bumout.
6. 6a) Job content (task) characteristics group and Teaming’ have a greater 
influence on the work performance. 6b) Job context characteristics group and 
organisational commitment have more o f an influence on job related bumout.
Accordingly, this chapter is dedicated to describing a study aiming to test the 
above hypotheses in the field. The first section describes the methodology. This 
section explains the sample and procedures, as well as the instruments used to 
measure each variable in the model. The results section describes the output of the 
structural equation modelling (SEM) and multiple regression techniques that were 
applied to test the model’s hypotheses. The last section is a discussion o f the 
significance of the results, implications for job design as well as some methodological 
limitations.
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6.2 METHODOLOGY
6.2.1 Sample and procedures
The total sample consisted o f 168 employees from two British organizations. The 
first organization was the police force. Participants (n = 94) were mainly the patrol 
officers and crime investigators. The second organization (n = 74) was a small bank 
working mainly to provide a range o f financial services and products to banking 
institutions. Professional jobs (e.g. accountants, financial analysts), clerks and office 
personnel were included. Of the total sample (n=168), 60.3% percent of the 
participants were men and 39.7% were women. Of the whole sample, 18.5% (n= 31) 
were age 25 years or younger, 51.2% (n= 88) were between age 26 and 40 years, and 
30.4% (n= 49) were age 40 years or older. To provide a fair assessment of job 
characteristics, participants were included only if they had been employed for more 
than 90 days by the organisation (i.e. probationary employees were excluded). The 
work experience was between 3-228 months with an average o f 53.7 months («4 .5  
years). Regarding employment type, 6.3% o f the participants were working part-time 
and 93.7% were holding fulltime jobs. •
hi both organisations, participation was voluntary but participants were encouraged 
by the management to take part in the study. All materials were distributed through 
the HR departments and were returned using either preaddressed freepost envelopes 
(sent directly to the researcher) or preaddressed envelopes to be sealed and sent back 
to a correspondent person from the HR department, to be forwarded later to the 
researcher. Each participant received a package that contained: a questionnaire, letter 
from the organisation management encouraging employees to take part in the study, 
demographic data sheet, two preaddressed envelopes (one for the questionnaire and
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one for the demographic sheet), and a cover page from the researcher explaining the 
aims o f the study and statements that guaranteed data confidentiality. Participants 
were advised to post their personal information sheet (their names, employment 
number, and other demographical information) using a separate preaddressed 
envelope to guarantee the confidentiality o f their personal data.
On the cover page o f the questionnaire, the nature o f the research and aims were 
explained and employees were asked to provide their names or employment number 
to identify them in order to collect some data from their personnel files. All 
participants were informed that data would be treated in the highest restricted 
confidentiality. For those who agreed to provide their names, their previous year 
performance appraisal was obtained from their personnel files to compare them with 
their self-appraisal o f performance responses collected in the present study.
All model variables were assessed in both organisations in the same way except 
employees’ performance assessed from organisational records that were different in 
both organisations. Yet, the scores were converted by the researcher into a 
homogeneous scale (for details see section 6.2.2 point 13). Furthermore, the 
characteristic of physical environment was measured in the bank sample only. 
Measuring physical environment in the Patrol officers sample was considered 
irrelevant and not a part o f the job design that can be controlled by the organisation.
6.2.2 Materials
The model was tested using data collected via the “Job Quality Indicator” (JQI) and 
some performance data was obtained from employees’ personnel files. The JQI is a
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self- report questionnaire filled out by employees and designed by the researcher to 
assess the model job’s characteristics, mediators, and outcomes. This questionnaire 
consists o f scales selected from published instruments and scales o f ‘job tasks’ and 
‘psychosocial work variables’ as well as new ones constructed when no sound 
measures were available. The following is a description o f the JQI scales (see 
appendix 4):
1. Intellectually challenging tasks: this dimension was measured by a 
combination o f 6 items from the problem solving demands scale developed by 
Jackson et al (1993) and ability/skill/taslc variety items adapted from Multi 
Method Job Design Questionnaire (MJDQ) developed by Campion (1988). 
Example items were: do you have to solve problems which have no obvious 
correct answer; does the job  require a variety o f Imowledge, skills, and 
abilities. The level o f perceiving each item was assessed on a 7-point 
continuum (1 = very little to 7 = very much), and the internal consistency 
(Cronbach’s alpha) was (.76).
2. Control: control was measured by the decision authority scale obtained from 
Job Content Questionnaire (JCQ) developed by Karasek et al (1998). The 
scale consisted o f three items that assessed the amount o f decision latitude that 
the job offers. An example item was: my job allows me to make a lot o f 
decision on my own. Responses were on a 5-point scale (1 = strongly disagree 
to 5 = strongly agree) and the internal consistency (Cronbach’s alpha) was 
(.67).
3. Feedback: this dimension was measured using 6 items adapted from the Job 
Diagnostic Survey (JDS; Hackman & Oldham, 1980). The items measure
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perceived feedback on performance from the job itself, supervisors and 
colleagues. Example items were: Does your job sufficiently inform you about 
your work performance; To what extent do your managers or colleagues let 
you blow how well you are doing on your job. The level o f perceiving each 
item was assessed on a 7-point continuum (1 = very little to 7 = very much), 
and the internal consistency (Cronbach’s alpha) was (.82).
4. Training adequacy: this characteristic was measured by 6 items. Some o f the 
items are based on ideas developed by Parker, Axtell, & Turner (2001). The 
scale items assessed the extent to which employees felt that they received 
adequate training to help them to do their job better, if they receive enough 
follow-up training and whether they think that the tasks they do match their 
abilities and their qualifications. An example item was: Do you receive 
adequate training to improve your abilities. The level o f perceiving each item 
was assessed on a 7-point continuum (1 = very little to 7 = very much). The 
internal consistency (Cronbach’s alpha) was (.84).
5. Supportive supervisor: this dimension was measured by 3 items extracted 
from the Servant Leadership Scale developed by D’Amato and Majer (2005). 
The items assessed three aspects: forming relationships with subordinates, 
helping subordinates to grow and succeed, and having conceptual skills. An 
example item was: My line manager displays wide-ranging laiowledge and is 
keen to seek solutions to work problems. Responses to the items were given on 
a 5-point Likert-style scale (1 = strongly disagree to 5 = strongly agree) and 
the internal consistency (Cronbach’s alpha) was high (.89).
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6. Supportive co-workers climate: this characteristic was measured by 7 items. 
Five items were fi'om the cohesion within team scale developed by Koys and 
DeCotis (1991) and two items from a scale developed by Koys (2001). The 
items assessed whether the employees receive support from co-workers, 
feeling accepted and back him/her up in need. Example items were: In my 
team/department colleagues help each other; I  can count on my co-workers 
when I  need help. Responses to the items were given on a 5-point Lilcert-style 
scale (1 = strongly disagree to 5 = strongly agree) and the internal consistency 
(Cronbach’s alpha) was (.82).
7. Work-life balance: work-home conflict and home-work conflict were 
measured using 5 items adapted from the Whitehall II study questionnaire 
(Marmot et al., 1991). Three o f the items measured the work-home conflict, 
that is the extent that job responsibilities interfere with employee family life 
(e.g. Your job reduces the amount o f time you can spend with your family). 
The other two items measured the conflict between home and work and the 
extent that family life and family responsibilities interfere with employee 
performance in his/her job (e.g. Family matters reduce the time you can devote 
to your job). Responses to the items were given on a 5-point Likert-style scale 
ranging from 1 = ‘not at all frue’ to 5 = ‘exactly true’ . The internal consistency 
of the scale was acceptable in the present sample (Cronbach’s alpha = .75).
8. Financial rewards: two items were used to measure this dimension. The first 
item was adapted from Effort-Reward Imbalance model (ERI) scale developed 
by Siegrist (1996) representing the level of perceived fairness o f the 
compensation provided by the organisation (e.g. considering all my efforts and
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achievements, my salary/income is adequate). Responses to the items were 
given on a 5-point Likert-style scale (1 = strongly disagree to 5 = strongly 
agree). The second item was developed specifically for the present study and 
assessed the degree o f satisfaction with rate o f pay on a five-point Likert-style 
scale (1 = poor to 5= excellent). The Pearson correlation between the two 
items was good (r = .62, P< .001).
9. Recognition: this dimension was measured using 5 items. Four o f the items 
were adapted from the climate for service scale developed by D ’Amato & 
Majer (2005). The items reflect the amount o f recognition perceived from 
work, supervisors and colleagues (e.g. My line manager recognizes and 
appreciates high quality service). Responses to the items were given on a 5- 
point Likert-style scale (1 = strongly disagree to 5 = strongly agree). The fifth 
item was developed specifically for this study to assess the degree of 
satisfaction with recognition on a five-point Likert-style scale (1 = poor to 5= 
excellent) (i.e. How would you rate the recognition that team/department 
members receive for the delivery o f quality service). The internal consistency 
of the whole scale was satisfactory in the present sample (Cronbach’s alpha = 
.71).
10. Physical working environment: the extent to which personnel considered 
themselves to be exposed to physical stressors (e.g. noise, poor air quality, 
cramped workplace) in the course o f their work was measured with six items 
taken from Hellesoy (1985). The items have been used and validated in a 
recent study by Parkes (2003). Responses to the items were given on a 5-point
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Likert-style scale (0 = not at all to 5 = to high extent) and the internal 
consistency (Cronbach5s alpha) was ( . 1 2 ) .
11. Learning on the job: this dimension was measured by a six-item scale used 
and validated by Holman & Wall (2002). The scale assesses learning related 
concepts such as the extent to which employees perceive that their job 
provides the opportunity for skill use and the extent to which they feel 
confident about their knowledge necessary to deliver their job duties. Example 
items were (I have many learning opportunities that keep me updated in my 
field; I  feel confident that I  have the necessary Imowledge, sldlls and abilities 
to tackle any novel problem). Responses to the items were given on 5-point 
Likert-style scale (1 = very inaccurate to 5 = very accurate). The internal 
consistency o f the scale in the present sample was satisfactory (Cronbach’s 
alpha = .78).
12. Organisational commitment: this dimension was measured by 8-item scale 
developed by Cook & Wall (1980), the scale has been used excessively in 
occupational studies. Responses to the items were given on a 5-point Likert- 
style scale (1 = very inaccurate to 5 = very accurate). Example items were (I 
feel my self to be part o f this company; I  sometimes feel like leaving this 
employment for good-reversed). The internal consistency o f the scale in the 
present sample was acceptable (Cronabch’s alpha = .72).
13. Individual work performance: this dimension was measured by two 
measures. The first measure was the self-appraisal o f performance. Employees 
were asked to assess their performance based on their level on their task 
proficiency, contextual and proactive performance. These three dimensions o f
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work performance were identified by Parker and Turner (2002) and 
recommended by other researchers (e.g. Campbell et al, 1993; Motowidlo et 
al, 1997, Sonnnetag & Frese, 2002; see chapter 5 for details). Fifteen items 
were developed to measure the self appraisal of work performance. All the 
items were introduced by the question (how do you estimate your performance 
level in delivering the following behaviours or tasks) followed by the items 
(e.g. Doing the required tasks on time as expected; Keeping a positive 
relationship with colleagues i.e. helpful, considerate, encouraging, sociable, 
fairly etc; Asldng for a challenging work assignment.). Responses to the items 
were given on a 7-point continuum (1 = very poor to 7 = excellent). The 
internal consistency o f the scale was high in the present sample (Cronbach’s 
alpha = .88).
The second performance measure used in this study was the 'previous year 
performance’. Each participant’s personnel file was used to collect data about 
his/her previous year performance assessment. With the help o f personnel staff 
and based on the employees’ personnel files, each employee was given a score 
for his/her previous year’ s performance. Police officers’ performance was 
assessed by Qualified Assessors. Their estimations have been used as 
performance indictors. The scores were converted by the researcher into 7- 
point Likert-scale type and ranging from 1 = very poor to 7= excellent.
For the bank sample, the personnel department staff assessed each 
employee performance (based on his/her last official performance assessment 
provided by supervisors) on a 7-point Likert-type scale provided by the 
researcher and ranging from 1 = very poor to 7= excellent.
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14. Work related burnout: this dimension was measured by the Oldenburg 
Bumout Inventory (OLBI) scale developed and validated by Demerouti et al 
(2001). The inventory has two subscales: emotional exhaustion and 
disengagement from work tasks. The exhaustion scale consists o f 8 items and 
assessed the general feelings o f emptiness, overtaxing from work, a strong 
need for rest, and a state of physical exhaustion. Example items were: there 
are days when I  feel tired before I  arrive at work; during my work, I  often feel 
emotionally drained. The disengagement refers to distancing one-self from the 
object and the content o f one’s work in general. The subscale comprises 8 
items. An example item was: I  get more and more engaged in my work 
(reversed). The internal consistency o f the subscales o f disengagement and 
exhaustion were satisfactory in the present sample (coefficient alpha r = .82, 
.84 respectively). Responses to the items were given on a 4-point Likert-style 
scale (1 = strongly agree to 4 = strongly disagree).
15. Demographics: the questionnaire collected information about the participant’s 
name, employment number, gender, age, employment type (part/fulltime) and 
length of service.
6.2.3 Data analyses
Data was analysed using SPSS 11 and LISREL 8.7 software packages. Variables 
were scored by the sum of the associated items for each scale. Regarding statistical 
technique, three steps were employed. First, simple Pearson correlations o f the 
relationships o f the perceived job characteristics, mediators, work perfonnance and 
employee’s bumout. This analysis provided an initial idea of the relationships
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between model’s variables. The second step is the analysis by the Structural Equation 
Modelling (SEM) to test the model’ s causality paths and the mediating effects 
between the job characteristics and the proposed work outcomes. SEM analysis 
provided answers for the first five hypotheses explained earlier. Finally, the multiple 
regression test was used to investigate the relationships structure between the model’s 
characteristics, mediators, and outcomes. This analysis answered the sixth hypothesis 
in the current study.
Following a suggestion provided by Tabachnick and Fidell (1996), the mean 
average for each variable for all cases was calculated and used in place o f the missing 
data as by this way the mean for the distribution as whole does not change and the 
researcher is not required to guess the missing values. However, the proportion o f the 
missing data was very small and counted less than the 0.5 % o f the whole data set (91 
missing value out o f 18816 values). One exception o f this was the scale of 
‘employees’ previous year performance’ . In this variable, missing data meant that 
there were no records regarding that particular employee because (a) the employee is 
new and has no performance record yet or (b) he/she did not receive any credit to his 
performance record (for the police officers sample) or (c) that employee decided to be 
anonymous and did not report his/her name or employment number. Therefore, 
missing data were excluded pair wise (46 cases). Additionally, because the job 
characteristic o f ‘physical environment’ was assessed in just one organisation (i.e. in 
the bank sample, N=74), this dimension was included in the correlation analysis only 
and excluded from SEM and regression analyses.
Finally, all the variables were tested for their normality using the skewness test, 
kurtosis test, and histograms with normal curve. The results indicate that all variables
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have symmetrical distribution as the skewness indices ranged from .087 to -.722. The 
peak o f the distribution was within the acceptable range for most o f the variables as 
lcurtosis indices ranged from .023 - .884. Univariate and bivariate outliers o f the 
variables were tested by converting them to Z scores; none o f the Z values exceeded 
the ±3.29 point.
6.3 RESULTS
6.3.1 Correlation analysis:
The means, SD, and the Pearson correlations between the model’s variables are 
shown in Table 6.1. As expected, most o f the job ‘content’ and ‘context’ 
characteristics were correlated with the Teaming on the job’ , ‘organisational 
commitment’ , work performance and job-related burnout aspects. Specifically, the 
self appraisal o f performance scale was correlated positively with most o f the job 
characteristics while ‘employee’ s previous year performance’ score attained low and 
insignificant correlations. Regarding job related bumout and the feeling o f exhaustion 
or disengagement, as expected, the results showed negative correlations between 
exhaustion and all job characteristics variables and mediators as well as negative 
correlations between disengagement and all job characteristics. In general, correlation 
indices o f disengagement were slightly higher in comparison with exhaustion.
Physical work environment did not correlate with any variable except financial 
rewards (r = -.33, p<.01). Furthermore, as expected, the ‘learning’ and ‘commitment’ 
correlated higher with the outcomes in comparison with the correlations between job 
characteristics and outcomes. Learning on the job was correlated negatively with
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bumout aspects (r for exhaustion and disengagement = -.35, -.47, p<.01 respectively). 
The same applies for organisational commitment (r for exhaustion and disengagement 
= -.43, -.59, p<.01 respectively). Self appraisal o f performance scale was correlated 
positively with learning on the job (r = .48, p<01) and organisational commitment (r 
= .46, p<.01).
Furthermore, the results indicated that some o f the ‘job content’ characteristics 
were correlated slightly stronger with Teaming’ than ‘commitment’ (e.g. their 
correlations with training adequacy are = .61; .53, p<.01 respectively) while ‘job 
context’ characteristics correlated slightly stronger with ‘commitment’ in comparison 
with Teaming’ (e.g. their correlations with supportive co-workers are= .41, .29, p<.01 
respectively) except physical environment in which no significant correlations were 
obtained, hi general, ‘commitment’ and ‘learning’ were positively correlated with all 
job characteristics.
To summarise, the results indicated strong relationships between the job 
characteristics and the hypothesised work outcomes1. This gives support to the 
model’s basic assumption in which job characteristics are positively related to work 
perfonnance and negatively to bumout. In the next section, the first five hypotheses 
will be tested using Structural Equation Modelling (SEM).
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1 It should be noted that 8 indices from correlations matrix were, to some extent, high (>.50). To ensure 
that this was not due to the problem o f  the multicollinearity between variables, a multicollinearity 
diagnostic test was carried out over the 16 variables included in this study. Tabachnick and Fidell’s 
(1996) suggested technique is to test the multicollinearity by producing a “conditioning index” as well 
as variance proportion associated with each variable, after standardisation, for each root. Variables with 
large variance proportion are those with a problem. They indicated that criterion for multicollinearity is 
a conditioning index above 30 with at least two variance proportions above .50 for a given root 
number. Applying this criterion on the present variables indicated that no multicollinearity is evident. 
Although 6 variables have a conditioning index above 30, only one o f the variance proportions is 
greater than .50.
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Using the LISREL 8.7 software package, SEM was used to test the model’ s 
hypotheses. As indicated earlier in Chapter 5, the proposed model includes 10 job 
characteristics (content and context), and two mediators o f Teaming on the job’ and 
‘organisational commitment’ . The aim was to investigate the consequences o f these 
designs and mechanisms on work performance and employee’s wellbeing. In this 
analysis, only 9 job characteristics were included as the characteristic o f physical 
environment was excluded because this variable was tested in one organisation only. 
Thus, the number o f cases (n=74) was insufficient to include them in the SEM. 
Overall, the SEM analysis was performed on 168 subjects2 for all variables except 
“employees’ previous year performance” which was calculated on 122 (i.e. missing 
data for this variables were excluded pair wise).
Figure 6.2 displays the SEM version o f the job design model presented earlier in 
Figure 6.1. The model contained six latent variables (two exogenous and four 
endogenous variables) and 15 observed variables. The model assumed that the ‘job 
content’ characteristics are determinants of Teaming on the job’ and the ‘job 
contextual’ characteristics are determinants o f organisational commitment. Both job 
learning and organisational commitment are determinants o f individual work 
performance and job-related bumout. hi summary, the model assumes that the job 
‘content’ and ‘context’ characteristics are indirectly affecting work performance and 
bumout via two mediators o f Teaming’ and ‘ commitment’ .
2 Ulliman (1996) indicated that a small size sample may be adequate for SEM analysis if the measured 
variables are normally distributed. All the variables examined were normally distributed (see section 
6.2.3)
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In SEM, the researcher proposes a model o f the relationships between variables, 
and the SEM programme generates a covariance matrix that is implied by the model. 
There is a basic condition that needs to be addressed in order to achieve support for 
any hypothesised model which is the covariance matrix implied by the model should 
be little different from the observed covariance matrix. The difference between the 
observed covariance and the actual covariance matrices is assessed by the Chi square 
test. In addition, there are other recommended fit indices developed to assess the fit 
between the implied model and observed model matrices. Much research indicated 
that fit indices are usually interpreted in combination rather than relying on a single 
index (e.g. Ulliman, 1996). Four fit indices will be used in the present study: first we 
looked for a non-significant goodness o f fit Chi-square, a root mean square error of 
approximation (RMSEA) o f less than .06, a comparative fit index (CFI) o f greater 
than .90, and an adjusted goodness o f fit index (AGFI) greater than .90. In addition to 
the model being a good fit, the individual paths must be statistically significant and 
theoretically meaningful.
First we tested the model presented in Figure 6.2. Comparing the model fit indices 
with the above rules o f thumb for ‘Good Fit’ indicated that only marginal support was 
found for the model. Chi square was significant (x2-  243.56, df= 83, p>.01). RMSEA 
was high (.08) and exceeding the minimum acceptable value (i.e. .06). The same 
applied for CFI (.83) and AGFI (.87).
In order to develop better fitting indices, post hoc model modifications were 
performed. Specifically, LISREL outputs provide suggestions to modify some of the 
model paths in order to achieve a better fit index. These suggestions include the
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addition or deletion of some of the paths between the model’ s variables. However, 
SEM experts highly recommended that any addition or deletion should be based on 
theoretical justifications and not motivated purely by statistical results (c.f. Chris Fife- 
Schaw, 2000). LISREL outputs suggested adding three reciprocal paths between the 
error terms of supportive supervision and recognition, intellectually challenging tasks 
and control and financial rewards and recognition.
These suggestions meant that the error terms o f these variables covary because they 
have something in common other than the exogenous latent variables o f job content or 
context design. This covariance can be explained in two ways; either the scales 
assessing each pair o f the characteristics have related items, or simply due to some 
other unmeasured or unidentified factor. We shall focus on each o f these two 
explanations in turn.
The first LISREL suggestion was to allow the errors between supportive 
supervision and recognition characteristics to covary in the model. This implies that 
the two characteristics that are already indicator o f the latent variable ‘job context 
design’ have something in common other than the latent factor. However, the most 
likely explanation for these variations is due to the scales used to assess these 
characteristics. A closer inspection o f the items wording indicate that both scales are 
assessing the same source, namely the supervisor. Supportive supervision scale is 
assessing the level of support from supervisor to subordinate, while two of the items 
in the recognition scale are assessing the level of recognition provided by supervisors 
to their subordinates (e.g. my supervisor recognises and appreciates high quality 
service). This implies that both scales have some related items that assess the same 
source for support or recognition. Hence, allowing the errors o f the two scales to 
covary was expected to reduce the Chi square by 11.23 units.
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The same reasoning applies to the issue o f covariance between challenge and 
control characteristics. The LISREL output suggests that there is a common feature 
between the two factors other than the indicators of the latent variable ‘job content 
design’ . Again, such a covariance is due to the existence of related items between the 
two scales. From the items wording, it is evident that both are assessing the problem 
solving demands from different perspectives. In the challenge scale, two items are 
assessing the possibility o f facing unexpected problems (e.g. do you come across 
problems in your job you have not met before?). In the control scale, the same aspect 
is assessed (i.e. problem solving) but from slightly a different perspective which is the 
opportunity and the freedom to solve problems. Hence, allowing the errors of 
challenge and control to covary was expected to reduce the Chi square by 8.92 units.
The final suggestion was to permit the errors between the financial rewards and 
recognition to covary. Here, the reason for such covariance is different from that 
explained in the previous discussion as the items assessing each characteristic are 
distinct and do not share related items. However, one explanation for such errors 
covariance is due to an unmeasured factor. Specifically, the covariance between 
financial rewards and recognition may be due to unmeasured variable which is the 
‘job security’ factor. Theoretical and empirical research implies that financial 
rewards, recognition and job security are the three axes o f the wider scheme of 
‘organisational rewards’ (cf. Seigrest 1996). In the current study, the ‘organisational 
rewards’ scheme was measured by two dimensions which excluded job security. 
Allowing the errors between recognition and financial rewards to covary was, 
therefore, expected to reduce the Chi square by 7.12 units.
Resetting the model with added paths resulted in an improved fit. Although the 
Chi-square was significant, other indices indicated that this model was approaching an
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adequate fit, % 2 = (218.37, df = 80, p< .01), RMSEA was acceptable (.06), the same 
applies to CFI (.91) and AGFI (.93). Furthermore, an examination o f the *t* value for 
individual paths in the model indicated that all values were statistically significant.
In order to investigate whether better fit indices can be obtained, the SEM analysis 
was executed to test the model where the endogenous latent variable o f ‘ individual 
work performance’ is indicated only by the objective rating o f performance (the 
supervisory ratings). This analysis was performed because the researcher believed that 
one o f the possible causes for the poor fit indices obtained in the model before the 
post hoc modifications may be due to the low correlation between the self and 
supervisory ratings o f performance (i.e. .11). This in itself may have been triggered 
by a possible leniency o f the self-ratings o f performance.
To investigate the above assumption, the model was tested with supervisory ratings 
o f performance as the sole indictor o f the endogenous latent variable o f ‘ individual 
work performance’ . Resetting the model indicates that the model did not achieve 
acceptable fit indices. Chi square was significant %2= (247.23, df = 84, p< .01), and 
RMSEA was higher than the cut off point (i.e. .11). The path coefficient for the 
supervisory ratings was slightly higher while the rest of indices more or less remained 
constant (see Appendix 5). These results have two possible explanations; either the 
self-ratings are biased or they were affected by the common method variance.
With regards the first possibility, the results imply that the self-ratings may, 
possibly, be affected by the tendency for self-enhancement. Research in performance 
appraisal indicated that scepticism surrounds self-appraisal because of the belief that 
(a) self-appraisal is subject to self enhancement desire and (b) most people are unable 
to evaluate themselves objectively or reliably (e.g. Anderson, Warner, and Spencer,
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1984). However, Farah et al (1988) indicated that although meta-analysis o f the 
validity o f self-appraisal of performances shows that the self-appraisals tend to be 
more lenient than supervisory or peer-appraisal, this leniency diminished when 
individuals were informed that their self-appraisal would be validated against 
objective records. This gives some credit to the validity of the self-appraisal data in 
the current study, as all subjects were informed that their personnel files will be used 
to collect some data regarding their performance. Even though, the self-appraisal 
results in this study are not compatible with the employees’ “objective” data collected 
from their personnel files. The correlation between the two methods is low and 
insignificant (r = .11) and the self-appraisal assessment seems to be more lenient. The 
mean average of the self-rating is higher (M= 80.01, SD= 10.9, range= 15-105) in 
comparison with the supervisory ratings (M= 4.14, SD= 1.89, range= 1-7; see section
6.4.1 for more details).
The other possible explanation is due to the fact that self-appraisal o f performance 
items were in the same questionnaire as the items tapping the job dimensions and the 
mediators. Consequently, relationships involving the self-appraisal measure may have 
been inflated and, hence positively affected, the fit indices because o f common 
method variance. Relationships involving objective performance measures are not 
affected by such issues because they were estimated at a different time using different 
methods.
Because the type o f the data collected at the presented study (cross-sectional) does 
not permit a test to determine the degree to which of the two explanations offered 
above is responsible for the poor fit indices, the path coefficients after the post hoc 
modification (i.e. with errors covariance) was considered the basic indices for the 
relationships in the present study. These indices are presented in the next two sections.
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The path coefficients for the model presented in standardised form are given in 
Figure 6.3. Task characteristics were found to be determining Teaming on the job5 
(standardised coefficient are .94, p<.01). These results give support to the first 
hypothesis which stated that the jobs that are intellectually challenging, have job 
control, regular feedback and training adequacy stimulate learning on the job.
Moreover, the job contextual characteristics are positively related to organisational 
commitment (standardised coefficient are .32, p<.01). This gives support to the 
second hypothesis indicating that employees working in jobs that have supportive 
supervision, supportive co-worker climate, work-life balance, financial rewards, and 
recognition, will experience higher organisational commitment. Furthermore, job 
learning and organisational commitment were correlated positively with the individual 
work performance and negatively to the feeling of job-related burnout. This gives 
support to both sections of the third hypothesis. As indicated in hypothesis (3a), work 
performance is increased as the level o f learning on the job and organisational 
commitment increased (standardised coefficient are = .69, .12 respectively, p<.01). 
Hypothesis 3b is also supported, burnout decreased significantly as the level of 
Teaming’ and ‘ commitment’ increased (standardised coefficients are.-.71, -.11 
respectively, p<.01).
6.3.2.3 Mediators’ effects
The mediation role o f learning on the job and organisational commitment as 
potential mechanisms for job design was determined by calculating the indirect effects
.3.2.2 Direct effects:
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between the job ‘ content’ and ‘ context’ characteristics and outcomes. The 
relationships between the ‘job content’ characteristics and individual work 
performance and employees’ burnout were mediated by the level o f learning on the 
job. Enriched ‘job content’ design increased work performance and reduced bumout 
via the raise in the level of learning on the job (standardised coefficient for indirect 
effect = .63,-.67 respectively p< .01). This means that learning has a mediating role 
between ‘job content’ characteristics and work outcomes that gives support for the 
fourth hypothesis, which indicated that learning on the job will mediate the 
relationship between the task characteristics and individual work performance and 
employees’ burnout.
Furthermore, ‘ organisational commitment’ mediated the ‘job context’ 
characteristics and work performance and job related bumout. Better quality o f job 
contextual aspects perceived by employees, increased organisational commitment, 
which in turn increases individual work performance (standardised coefficient for 
indirect effect = .04, p< .01) and reduces job burnout (standardised coefficient for 
indirect effect = -.03, p< .01). These results give support for the fifth hypothesis 
which stated that organisational commitment is mediating the contextual 
characteristics and work outcomes.
Although all the indirect effects are significant, it seems that ‘ learning’ has a 
greater effect on the relationship between job dimensions and outcome in comparison 
with the organisational commitment effect. This issue will be highlighted in the 
discussion section o f this chapter.
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To provide answers for the sixth and final hypothesis, multiple regressions were 
used to test the relationship o f each category o f the job characteristics (content or 
context), along with their associated mediators over the outcome variables o f the work 
performance aspects and the job-related burnout. The aim was to test first; whether 
the ‘job content’ characteristics group (intellectually challenging tasks, control, 
feedback, and training adequacy) along with learning on the job are explaining more 
variance in performance in comparison with the amount they explain for job related 
burnout. The second part is to test whether the contextual characteristics group 
(supportive supervision, supportive co-workers, work-life balance, financial rewards, 
and recognition), along with organisational commitment, explain more variance in 
burnout compared with the amount o f their explained variance for performance. Table
6.2 shows the summary o f the multiple regression results.
The amount o f explained variance between the two characteristics sub-groups and 
their associated mediators over outcome aspects were compared. The comparison 
indicates that the ‘job content’ characteristics + learning explained 29% of the 
variance in self appraisal of performance, and 12% of employees’ previous year 
performance. The ‘job context’ characteristics + commitment explained just 19% of 
the variance in self appraisal o f performance and only 3% of employees’ previous 
year performance. This means that the explained variance o f the job content 
characteristics + learning on performance aspects is greater than the explained 
variance on bumout. These results support, to some extent, the first part o f the sixth 
hypothesis (6a) which says that job content characteristics and learning have a greater
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influence on work performance in comparison to the amount they influence 011 job 
related burnout.
Table 6.2: the explained variance between the two job characteristics sub groups and 
their mediators over outcome variables using multiple regression
Number of predictors used in 
regression
Adjusted R2 for outcome aspects
Burnout3 Self appraisal o f 
performance
Employee’ s previous 
year performance
Job content characteristics + 
learning
.25 .29 .13
Job context characteristics + 
organisational commitment
.56 .19 .03
* Job content characteristics: intellectual challenging tasks, task ability fit J ob  control and performance feedback. 
** Job context characteristics: supportive supervision, supportive co-worker climate, work-life balance, financial 
rewards, and recognition.
Additionally, the multiple regression results indicate that the job context 
characteristics and their mediator o f organisational commitment explained 56% of the 
variance in burnout. Job content characteristics + learning explained only 25% o f the 
variance in burnout. This means that the explained variance of the burnout aspect is 
substantially higher when predicted by contextual factors. These results support the 
second part of the sixth hypothesis which says that the contextual job characteristics 
and their proposed mediator o f organisational commitment exert more influence over 
the job related bumout.
3 The scale was produced by the sum o f the sub-scale o f emotional exhaustion and disengagement from 
work tasks. The internal consistency o f the scale was high in present sample (Cronbach’s alpha = .85).
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The results reported above provide generally strong support for the ability o f the 
critical job characteristics to influence employee wellbeing and productivity via the 
mediating variables o f learning on the job and organisational commitment. These 
results give support to the hypotheses o f the model presented earlier. However, some 
specific problems and uncertainties were identified which are presented below.
In general, all hypotheses proposed in the current study were supported by 
empirical evidence. The basic relationships between the job characteristics and the 
proposed outcomes measures (Table 6.1) were as predicted and generally of 
substantial magnitude; although correlations involving the “objective” measure o f 
work performance were lower than those for the self-report outcome measures. 
Similarly, substantial support was found for the proposition that the variables of 
learning on the job and organisational commitment are mediating the job dimensions 
and outcome measures. Furthermore, learning on the job exerts more influence over 
the relationship between ‘job content’ characteristics and individual work 
performance, while organisational commitment has more influence on the relationship 
between contextual characteristics and burnout (see Table 6.2). Although all the 
indices were statistically significant, the structural equation modelling indicated that 
learning has more influence on work outcomes in comparison with organisational 
commitment.
Furthermore, both content (task) and contextual characteristics were found to be 
important in determining work quality that is responsible for enhancing individual 
work performance and reducing employees’ feeling o f job related bumout. In general,
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the model attained substantial gains in the explained variance for the dependent 
variables. That is, job characteristics along with their corresponding mediators 
influence positively work performance and reduce job related burnout.
The result showed that better design o f the current characteristics has potential to 
enhance work performance. The gains in performance obtained by the current model 
may be due to the fact the current characteristics are feeding the sources o f individual 
work performance that were identified in the accumulation of work performance 
research (i.e. motivation, ability and opportunity; Blumberg and Pringles, 1982). As 
indicated earlier in chapter 5, both categories o f job characteristics are feeding the 
three requirements needed for effective work performance. In particular, these 
characteristics are providing employees with intrinsic motivation to perform better, 
learning opportunities that improve their self efficacy and skill utilisation, and the 
opportunity to utilise their skills. The current results provide further support for 
previous findings that stressed the multi-source structure o f work performance 
(Blumberg and Pringles, 1982; Parker and Turner, 2002).
Nevertheless, the substantial gain in work performance was for the self-appraisal 
of work performance rather than the “objective” measures. The correlation between 
the two methods is low and insignificant (r = .11) and the self-appraisal assessment 
seems to be more lenient. Besides, the self-appraisal o f performance has higher 
explained variance in comparison with the “objective” performance assessed using 
organisational records (see Table 6.2).
However, substantive and methodological explanations are possible for the relative 
weakness o f the results involving “objective” performance measures. At a substantive 
level, it may be that the conceptualisation o f each performance measure (self versus
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objective measures) has an impact on the results. The self-appraisal o f performance 
was multi-faceted: employees’ performances were assessed based on their task 
proficiency levels, their contextual performance (i.e. helping their co-workers) and 
their proactive behaviours (e.g. asking for challenging tasks). The objective 
performance was assessed by only one dimension that is based mainly on their 
proficiency level o f delivering their job tasks. This conceptualisation o f performance 
may have positive effects on self-appraisal performance which seems to be more 
reliable and has wider perspective. Therefore, these results would provide support for 
previous findings that acknowledged using the multi-faceted structure to assess work 
performance (e.g. Borman & Motowidlo, 1993; Parker & Turner, 2002).
Moreover, the results for objective performance may have been compromised to 
some extent by the data collection difficulty. A number of employees refrained from 
revealing their identity and some of those who reported their personal information did 
not have any performance records for various reasons (see section 6.2.3). This left the 
measure with a substantial portion o f missing data (i.e. 27%). Therefore, employees’ 
previous performance was calculated on 122 employees while task contextual and 
proactive performance was calculated on 168 which is the same number for job 
dimension and mediators. Therefore, the self appraisal data are more statistically 
adequate for comparison across the sample studied.
Another explanation may lie in the fact that self-appraisal o f performance items 
were in the same questionnaire as the items tapping the job dimensions and the 
mediators. For that reason, relationships involving the self-appraisal measure may 
have been inflated because o f common method variance. Relationships involving 
objective performance measures do not have such problem because they were
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estimated at a different time and different methods. Therefore, it might be the self 
appraisal data are inflated and the objective measures reflect the actual association 
between the job characteristics and work performance, which explains just 11% o f the 
variance in the relationship (see the error indices for performance in Figure 6.3).
The final explanation o f the differences between performance measures could be 
due to the method used to convert ‘employees’ previous year performance scores in 
both organisations. Performance scores for the police force were numerical and based 
on the number o f successful investigations achieved by each officer and assessed by 
qualified assessors. The bank staff performance was based on their proficiency level 
in delivering their tasks that were estimated by their direct supervisors. Although the 
converting method was the same in both organisations (7 point Likert-type quantum 
ranging from 1 = very poor to 7= excellent), it might be that the converting method 
was not suitable as the two organisations have different work natures, different 
organisational climates and different performance assessment procedures (e.g. 
qualified assessors for the police officers).
On a different subject, the sample addressed in the present study expressed high 
levels o f job burnout. Almost 80% o f the total sample expressed that their jobs make 
them feel exhausted and nearly 75% expressed that they feel disengaged from their 
jobs. However, one o f the reasons for substantial increase in burnout in the current 
study could be due to the type of jobs included in the sample that require frequent 
contact with people. Classical research has showed that burnout is high in the human 
services such social work, health care, police force and teaching (Maslach, 1982). 
Bearing in mind that more than 56% o f the subjects were from the police force (i.e. 
social work), it is not surprising to find that burnout is high in the current sample.
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However, there was a satisfactory amount of the explained variance in job related 
burnout and its sub-dimensions o f disengagement from job task and emotional 
exhaustion. The job characteristics along with the hypothesised mediators seem to 
have a strong ability to influence burnout. Therefore, improving these job 
characteristics seems to be essential in reducing job-related burnout. The median 
correlation between the critical job characteristics and the feeling o f exhaustion is .25 
and the disengagement o f work tasks is .32. However, it will be difficult to indicate if 
these indices are valid clinically or not. Although it will be useful to know such 
information, the model focuses in this early stage on how to design jobs (the job 
characteristics) and producing norms for the bumout is not the focus o f this thesis.
To summarise, the results reported provide generally strong support for the ability 
o f the job dimensions in enhancing individual work performance and reducing job- 
related burnout. Although the model achieved substantial gain in the explained 
variance of the self appraisal o f work performance, the model does not function well 
with the objective measures of work performance. However, several explanations 
were given; unfortunately, the present data do not permit a test o f the degree to which 
the various explanations offered above are responsible for the apparent attenuation of 
the relationships involving the objective and subjective performance effectiveness.
6.4.2 The nature and effect o f the mediating variables
Results presented in section 6.3.2.3 and 6.3.3 provide general and sometimes quite 
strong support for the proposition that the effects o f the critical job characteristics on 
the outcome variables are mediated by the mediators of learning on the job and 
organisational commitment. The SEM results indicated that learning is mediating the
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‘job content’ characteristics (i.e. intellectually challenging tasks, control, feedback, 
and training adequacy) and the outcomes o f individual work performance and 
burnout. The ‘job content’ variables are enhancing employees’ self efficacy and 
providing them with the opportunity o f skill utilisation. The study provides empirical 
evidence to confirm what has been reported in the job design literature (e.g. Karasek 
and Theorell, 1990; Leach et al; 2003; Holman and Wall, 2002) in which employees 
with higher self efficacy and opportunity to use their skills are developing mastery 
over their daily tasks. Expert and confident employees are better performers and have 
proficiency in delivering their work tasks (Warr, 2002b). Furthermore, when 
employees have mastery over their job tasks with higher self efficacy their wellbeing 
is better (i.e. less emotional exhaustion and higher engagement with their tasks). This 
is probably due to the fact that enriched ‘job content’ design enables employees to 
develop cognitive strategies to cope with the work daily pressure. Jackson (1989) 
suggested that people who feel ‘ in control’ are more likely to use proactive problem 
solving strategies to cope in uncertain situations.
One implication o f these results is that employees are not passive recipients to 
work regulations (as suggested by the JCM) but they are ‘active’ in developing new 
strategies according to the work system applied. These results are supporting 
contemporary job design research that acknowledged the role of learning on the job in 
enhancing employee’ s personality that influences in turn, their productivity and 
wellbeing (Action Theory, Hacker, 1986; Demand Control model, Karasek, 1979). 
The current study provided empirical evidence to support the view that greater 
challenging tasks, decision authority, regular feedback and continuous training enable 
employees to deploy and develop a wider range o f skills. Such skill utilization in turn 
helps them to cope with their job demands more effectively and thus, reduce the
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feeling o f bumout. Therefore, these results are not only emphasising the indirect 
relationships between job design and work outcomes but also that employees’ 
developmental needs (i.e. learning) is adding valuable information to our 
understanding o f how work design enhances employees’ performance and wellbeing. 
However, one limitation o f these results is that we studied the learning related 
outcomes (skill use and skill efficacy) but did not measure the learning process 
directly by studying actual changes in knowledge and skill. Future research should 
therefore measure the learning process by examining learning strategies, learning 
styles, and the level o f knowledge itself (cf. Holman and Wall, 2002).
Similarly, the results showed that organisational commitment is mediating the 
contextual characteristics (i.e. supportive supervisors, supportive co-worker climate, 
work- life balance, financial rewards and recognition) and wellbeing. These results 
provide further empirical evidence to literature found in occupational health 
psychology (e.g. Parker et al 2001; Meyer, 1997; Robinson, 1996; Guzzo et al, 1994; 
Allen & Meyer, 1996; Haslam, Powell and Turner, 2000; Warr, 2002a) that indicates 
jobs with less stressors (e.g. positive perception o f the contextual characteristics) are 
encouraging employees to bond with their organisation and increase the amount of 
involvement, identification and loyalty that they devote to their job. This 
psychological state o f identification seems to reduce employees’ feeling o f burnout, as 
well as motivating employees to improve their work performance.
One implication of the above discussion is the fact that job design also has 
motivational mechanisms. However, reviewing the job design research conducted in 
the last 10 years indicated that researchers were oriented to study the role o f cognitive 
mechanisms (e.g. learning, empowerment, quick response) and neglected motivational
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ones. It seems that researchers have accepted the fact that the Critical Psychological 
States (CPS) o f the Job Characteristics Model (JCM) are not adding much explanation 
o f the relationships between work design and work outcomes. They accepted this fact 
and shifted their research interest to the cognitive mechanisms without attempting to 
develop new mechanisms that have a motivational nature. The present study showed 
that the motivational mechanisms added important information (to some extent) to our 
knowledge o f understanding how work outcomes occur. In the current research, we 
addressed the organisational commitment as one of the potential motivational 
mechanisms. However, this is not the only mechanism suggested by the theoretical 
research as others were suggested but they need to be tested empirically. For example, 
Kelly (1992) has suggested ‘goal setting’ as a potential motivational mechanism. The 
author explained that the goal setting elements may be responsible for directing 
behaviours and therefore improving perfonnance. Kelly also suggested ‘job benefits’ 
as another potential mechanism that has motivational nature. He noted that this state is 
based on the instrumentality theory in which after job redesign, workers may perceive 
closer links between effort, performance and valued rewards.
In conclusion, the present results showed that both the cognitive and the 
motivational mechanisms provide better understating and increase our knowledge of 
how job design can enhance productivity and employees wellbeing. However, the 
model also showed that the cognitive mechanism is providing better understanding of 
how enhanced ‘job content’ design improves work performance. Similarly the 
motivational mechanisms provided better understanding o f how enhanced ‘job 
context’ design improves employees’ mental health. The multiple regression results 
showed that the ‘job content’ characteristics, along with the mediator o f learning on 
the job exert more influence over work performance while job context characteristics,
Chapter 6
202
along with organisational commitment, are contributing more to job-related burnout. 
A simple explanation for such results could be due to the type o f each category (i.e. 
content or context job feature). That is, the ‘hard’ aspects o f job design have a greater 
effect on the employees’ knowledge and confidence and therefore, reflect on their 
performance level. In the same way, the ‘ soft’ aspects o f job design influence more 
employees’ attitudes and perceptions that would reflect on their mental health and 
job-related wellbeing. It seems that jobs with satisfactory contextual variables, in 
which employees have good relationships with their supervisors and co-workers, 
reasonable work-life balance, and satisfactory payment is encouraging them to 
involve with their jobs, feel proud and therefore, the feeling o f burnout would be 
decreased.
Despite the above findings, some specific problems and uncertainties were found 
concerning the role o f the mediating variables. The first uncertainty is that the SEM 
analysis showed that the two mechanisms do not have an equal role in the model. The 
cognitive mechanism appeared in SEM analysis to have a huge impact over outcomes 
in comparison with ‘ commitment’ impact. The path standardised coefficients between 
learning and outcomes were four times stronger than those of commitment. This may 
indicate that ‘commitment’ as a mechanism is not adding a ‘ significant’ impact to the 
explained variance in performance or wellbeing. However, although the 
‘commitment’ appeared to be weak in comparison with ‘ learning’ , this does not mean 
that commitment is not important from a theoretical point o f view. The poor effect of 
commitment could be due to the sample, to the measure, or to the statistical technique 
but still, the role of commitment is important especially to the contextual factors. 
This is supported by the fact that when learning is excluded from the regression, the 
commitment appears to have a stronger effect over bumout when predicted by job
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context characteristics. Organisational commitment and job context characteristics 
explained 57% of the bumout variance while job content and learning explained only 
25%. This aligns with our sixth hypothesis in which we indicated that motivational 
mechanism is more important for wellbeing while the cognitive one is more important 
for performance.
Another explanation could be due to the fact that some contextual factors have a 
strong effect on burnout, which is beyond organisational commitment. For example, 
poor work-life balance may have direct effect on the feeling o f burnout that is beyond 
the feeling o f organisational commitment. This can be seen from the low regression 
coefficient between work-life balance and commitment (.30). In the correlation 
analysis the work-life balance correlated strongly with exhaustion (-.60) but poorly 
correlated with commitment (.21). Therefore, it might be that such a direct effect 
between some job context factors and outcomes weakened the mediating role of 
commitment. We should take into account that the sample consisted mainly of police 
officers who seem to have higher levels o f exhaustion than average employees.
Another uncertainty in the model is due to the paths between characteristics and 
mechanisms. Although we assumed that each o f the mechanisms should correlate with 
particular characteristics (i.e. job content variables with learning and job context 
factors with commitment), a closer look at the correlations presented in Table 6.1 
indicates that this is not the case. Learning on the job was determined not only by the 
‘job content’ characteristics but by ‘job context’ characteristics as well. Similarly 
organisational commitment was determined by both job ‘content’ and ‘context’ 
characteristics. However, the correlations between ‘job content’ characteristics and 
‘ learning’ are slightly higher than those between ‘ learning’ and ‘job context’
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characteristics and the same applies for organisational commitment and ‘job context’ 
characteristics. Still, these findings were contrary to expectations as the linkage 
between the variables does not operate as specified by the model.
The explanations for these anomalies may derive partly from the relationships 
among the job dimensions themselves. The 10 dimensions are not empirically 
independent nor are they expected to be. Jobs that are good are often good in several 
ways, and jobs that “bad” are often generally bad. Therefore, the median 
intercorrelation between the 10 job dimensions is .24. This is similar to what has been 
reported between the Job Characteristics Model’ s dimensions. Hackman and Oldham 
(1975) report a median intercorrelation o f .26 and a median correlation o f autonomy 
with other dimensions of .36. Furthermore, this lack o f separateness between 
characteristics may be due to the sample size which was small in comparison with 
other studies conducted in the job design landscape. For instance, the JCM’s structure 
was tested on 658 individuals. Additional research will be required on a large size 
sample using various jobs and occupational fields to obtain increased specificity and 
clarity regarding the function o f the mediators and their associated sub groups from 
the critical job characteristics list.
6.4.3 Limitations
The present evidence for the job design model is still preliminary. As the above 
findings were derived from, to some extent, a small sample o f two occupational 
sectors (police force and banking), this presents a need to extend our* model to other 
industries, before any generic conclusion can be formulated.
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Secondly, the present study relied on self-report measures o f both independent and 
dependent variables (except employee’s previous year performance). The problems 
associated with this practice are, for instance, a possible inflation of the strength of 
relationships (e.g. Spector, 1992). For logistic reasons, we could not obtain other 
objective data to verify the self-report scales and therefore reduce the tolerance o f 
subjectivity in data collection. However, we tried to enhance the response tendency of 
self-report measures by a) classifying job characteristics scales in terms quite different 
from those o f the outcomes variables, b) measuring the indicators with differing 
response formats and c) positioning measures o f the indicators in different locations 
throughout a larger survey questionnaire (for police force sample only). Some studies 
indicated that such procedures enhance the response tendency o f the self-report scales 
(e.g. De Jonge et al, 2000).
The final limitation of the current study is due to the cross sectional design which 
precludes a causal interpretation of the relationships between job characteristics, 
mediators and work outcomes. A longitudinal design is needed to decide such 
relationships.
Nevertheless the implication o f the present model seems to be important for further 
research in the field o f organisational behaviour. The implication o f this model for job 
redesign as well as recommendations for further directions, will be discussed in detail 
in the next chapter which will be dedicated to presenting a general discussion and 
concluding remarks o f the present research.
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In conclusion, this study builds on earlier findings that were either achieved in the 
present research or literature. The empirical evidence for the postulated job design 
model does support our hypotheses and affirms what the current study, as well as 
several prominent theoretical models, hypothesised regarding the positive 
relationships among job design and work performance and the employee’ s wellbeing 
(Hackman and Oldham, 1976; Karasek and Theorell, 1990; Siegrist, 1996; Warr, 
1987; 2002a).
Another conclusion is that job design enhances work performance and the 
employee’ s wellbeing via cognitive and affective mechanisms. This provides 
evidence that employees are not ‘ static’ but ‘active’ recipients to the way jobs are 
designed and regulated. Unlike the job design research in the last 10 year's that 
focused on the cognitive mechanisms, the present study provided evidence that the 
cognitive and motivational mechanisms are adding valuable information to our 
understanding o f how job design increases productivity and improves mental health. 
Therefore, job design research should include both types o f mechanisms in future 
research. However, the research also should try other cognitive and motivational 
variables suggested by the literature. As we indicated on several occasions, choosing 
any particular variable should be decided via a thorough diagnosis o f the work 
circumstances and organisational type prior to any job design research.
However, on a practical level, the present study indicated that job characteristics 
themselves are important predictors o f individual work performance and job related 
burnout. In addition both job content and context are important aspects in job redesign 
and work in parallel in producing work outcomes. Worksite interventions by 
enhancing ‘job content’ conditions and decreasing or stabilising work stressors (i.e. by 
increasing workplace social support, work-life balance, and organisational rewards) 
are useful starting-points which could enhance employees’ work performance and 
reduce their job-related burnout.
6.5 CONCLUSION
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#  GENERAL DISCUSSION AND CONCLUDING REMARKS
7.1 INTRODUCTION
This chapter summarises the findings from each o f the previous studies. This 
includes integrating the general results to discuss their theoretical and practical 
implications under the framework o f the model developed in the present research and 
from the accumulating job design literature. First, the general aims o f the study are 
presented with a summary o f the general results o f the empirical part. Following that, 
implications for job redesign within the current model are discussed. This chapter 
finishes with a general examination o f the model within the limitations o f the present 
study that would provide avenues for further directions and future research.
7.2 THE GENERAL AIMS OF THIS STUDY
The aim of this thesis is to identify the critical job characteristics in contemporary 
jobs to achieve a comprehensive list that is more appropriate to the developments 
occurring in the organisational landscape. The call for identifying such job 
characteristics list arose for two reasons. First, a historical critique o f existing job 
design theories demonstrated that the methodology used to identify the critical job 
characteristics o f job design approaches did not address the employees’ opinions or 
attitudes towards what can be considered the important job aspects in diagnosing the 
quality o f jobs. The review indicated that most o f the job design theories developers
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identified the critical job characteristics o f job design approaches (e.g. JCM) based on 
literature review and personal judgment. None o f the developers provided empirical 
evidence to support his/her reasons for choosing those particular characteristics.
The second call for an updated job characteristics list emerged from the critical 
review o f the job design theories, and Job Characteristics Model in particular, that 
demonstrated that the dominant theories are narrow, in terms of both a limited focus 
of the job characteristics that need to be ‘designed’ and a lack o f attention to non- 
motivational explanations o f enhanced employee’ wellbeing and work performance. 
Therefore, the main conclusion was that there is a need for a broader range of job 
dimensions that address the new workplace developments in general and the growth 
in service sectors in particular. Another conclusion was that job design research 
needed to consider developmental mechanisms (learning) and investigate how it may 
facilitate employees’ performance and wellbeing.
Consequently, a new perspective for identifying the critical job characteristics was 
put forward. It was argued that exploring employees’ opinions and reactions to 
workplace developments from the job design perspective will help in identifying the 
‘good’ job features and thus, the critical job characteristics in contemporary jobs. 
Besides, we expected that identifying the job characteristics from the employee 
perspective will help in solving the problem o f the narrow focus o f existing job 
theories in which they focused on designing the ‘job content’ characteristics (the 
features o f the tasks and how they are regulated or structured such as task autonomy 
and variety) and neglected the job contextual factors (the features o f the job context 
where the tasks are executed such as managerial practices and rewards system).
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By adopting such an alternative perspective (the employee’ s perspective), some 
expectations were put forward. Specifically, we expected that by talking to people 
about their work and what they like or dislike, a list o f all the possible job features in 
contemporary jobs can be identified. The next step is to investigate such list further to 
distinguish the most important features as well as structuring them into broader 
dimensions using quantitative techniques and a large size sample. Our goal was to 
produce a list o f the critical job characteristics such as the one produced by several 
job design authors who identified the characteristics based on literature review and 
personal judgments (e.g. Wan* 2002a; Parker et al, 2001). However, we decided to 
produce it empirically and from the employee’ s perspective. Finally, the overarching 
aim o f identifying such a list was to investigate the role o f an expanded job design 
perspective (both at the characteristics and mechanisms levels) in modem jobs, and 
the consequences o f these designs on employee wellbeing and productivity.
To meet these objectives, a number o f studies were conducted in order to develop 
an expanded job design model that has a wider perspective, as well as the potential to 
address some o f the existing job design concerns. In the following sections a summary 
o f the main results of these studies is presented.
7.2.1 Identifying the critical job characteristics
A list o f the critical job characteristics was achieved via two studies. The first one 
is qualitative (interviews and content analysis) and the second one is a quantitative 
study (checklist and factor analysis). In the first study (see Chapter 3), qualitative data 
were collected from 75 employees working in modem jobs. We asked these people 
about what they like or dislike in their jobs, what motivates them to perform better,
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and what gives them satisfaction and reduces their stress at work. The content analysis 
indicated that there are 77 job features that can be considered motivators to employees 
working in contemporary jobs. The main conclusion o f this study was that most of the 
existing job characteristics are still considered important aspects in the current 
workplace because they were mentioned frequently by the participants but they are 
not the only ones. Other dimensions appeal* to be important especially the cognitive 
demands o f the job and the job contextual factors (e.g. social contact and work-home 
conflict).
The second study aimed to bring structure to these features and categorise them 
into broader dimensions using quantitative techniques (i.e. factor analysis). Therefore, 
the 77 job features were converted into a checklist and distributed to 424 employees 
working in various jobs and occupational sectors. Their mission was to distinguish the 
important job features from the less important ones using 5-point Likert scale ranging 
from ‘not important at all’ to ‘very important’ . As a result, 46 features were identified 
as the most important ones. The next step was entering the abbreviated list into factor 
analysis to categorise them into broader dimensions. The study resulted in identifying 
10 job characteristics that were perceived as critical aspects in contemporary jobs. 
These characteristics are intellectually challenging tasks, control, feedback, training 
adequacy, supportive supervision, supportive co-worker climate, work-life balance, 
financial rewards, recognition and physical environment. These characteristics were 
categorised into two groups based on their role in job redesign, the first group is the 
‘job content’ characteristics and the second one is the ‘job context’ characteristics. 
This distinction was seen as helpful in distinguishing the characteristics based on their 
role in job redesign and the outcomes that they were expected to influence. Job 
context characteristics contained the ‘hard’ aspects o f the job such as the control
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while job context characteristics represent the ‘soft’ aspects o f the job such as the 
social contact and work-life balance that need to be taken into account when 
redesigning jobs. We already explained in Chapter 6 how job content characteristics 
have a greater influence on the work performance while job context characteristics 
have more o f an influence on job related bumout.
Such categorisation aligns with the job design literature. For example, Turner and 
Lawrence (1965) suggested that task characteristics are a category that has a direct 
impact on the performance. Herzberg (1959) already referred to the ‘hygiene’ factors, 
which actually were the contextual factors, which affect the employees’ level o f 
wellbeing and satisfaction. However, although we made a distinction between those 
factors, we provide empirical evidence that emphasised that both aspects are 
complementary as far as the quality o f a job is concerned. This also aligns with 
Warr’s (2002a) literature review in which he mentioned some studies that provide 
empirical evidence that both aspects (task characteristics and context characteristics) 
work together in affecting performance and wellbeing.
The final study o f this research was to develop these characteristics into a job 
design model that explains how these characteristics influence employee wellbeing 
and productivity. The aim was to evaluate these characteristics and determine their 
ability to predict performance and wellbeing. Another aim was to test the link 
between these characteristics and specific cognitive and motivational mechanisms that 
were suggested by the accumulating job design research. Two mechanisms were put 
forward (see Chapter 5). The first one is Teaming on the job’ which assumes that 
employees who work in enriched ‘job content’ design have more potential to develop 
cognitive strategies that facilitate the use o f their valued skills as well as enhancing
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their self efficacy. The other state is the ‘organisational commitment’ that assumes 
that employees who work in jobs that above a certain quality o f the ‘job context’ 
factors are more inclined to develop a sense o f commitment to their employing 
organisation. People who develop a certain level o f both cognitive and motivational 
mechanisms are employees with better abilities, personality, and attitudes who tend to 
perform better and able to cope with work daily pressure and thus have better 
wellbeing.
In the following sections we will discuss the finding o f these studies in detail with 
emphasises on the ‘new’ results that added a significant contribution to job design 
research both at theoretical and practical levels.
7.2.1.1 Job content (task) characteristics, a wider perspective
As we indicated earlier on several occasions, 4 job content (task) characteristics 
were identified by the employees working in contemporary jobs as important aspects 
in the modem workplace. These characteristics are: intellectually challenging tasks, 
feedback, control, and training adequacy, hi Chapter 3, participants indicated that 
such characteristics make the job interesting and help them to carryover the work 
tasks effectively and give them a feeling o f comfort and less stress, hi Chapter 4, we 
explained how the employees reemphasised the degree o f importance o f these features 
in their current job and indicated that they are critical to their work life, hi Chapters 5 
and 6, we provided empirical evidence o f the role o f these features in enhancing 
employees’ abilities and attitudes which, in turn, positively influence their 
productivity and wellbeing.
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In general, most o f the ‘ content’ characteristics addressed in this thesis are 
promoted by previous job design theories and research stressed their role in job 
redesign. However, in the present research we acknowledged what previous theories 
have indicated o f their critical state but we provided a wider perspective for the 
general conceptualisation o f each o f them with flexibility in choosing the appropriate 
instrumental definition when attempting job redesign. We will discuss this issue in 
detail next.
The first characteristic that was reemphasised in the present research is the 
‘ intellectually challenging tasks’ that represent the cognitive demands o f the job. This 
aspect was mainly a combination between cognitive demand (e.g. problem solving) 
and variety aspects that were promoted by other theories such as the Job 
Characteristics Model (JCM) and Demand-Control model o f strain (DC). However, in 
the current study these dimensions have a wider perspective. While the JCM 
promoted only variety as a means to intellectual challenge and DC promoted the 
cognitive demands, the intellectually challenging tasks characteristic addressed the 
two dimensions in a single factor. Therefore, this aspect can be described as having 
wider perspective than the narrow focus promoted by each o f these two theories.
The other wider perspective addressed in the present study is the control aspect. 
Control was addressed strongly in different forms in job design theories. The JCM 
addressed control in the form o f autonomy offered to the employee to decide work 
methods tools and pace (Hackman and Oldham, 1976). The Demand-control model 
defined control in terms the level o f decision authority offered to the employees (e.g. 
Karasek et al, 1998). Action Theory addressed control in terms of decision latitude 
and the chance to involve employees in the planning level and emphasised that ‘work
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should allow employees to choose their own work strategy’ (Frese and Zapf, 1994). 
The Vitamin Model addressed different aspects o f control such as decision latitude, 
discretion and autonomy (Warr, 2002a). Although these concepts are overlapping in 
their general frameworks, they have different implications when attempting job 
redesign. For example, control for manufacturing settings (machine operator) may be 
different from the type o f control given to employees working in knowledge-oriented 
jobs (e.g. consultant). The decision authority or latitude for choosing work strategy 
for the latter jobs seem to be more important (Parker et al, 2001) while autonomy to 
choose job methods, tools, and work pace is more applicable for machine operators 
(Jackson et al, 1993). In the current research we adopted all these instrumental 
definitions as relevant aspects in the modem workplace. As we demonstrated in 
Chapter 4, control was loaded on two different dimensions in the factor analysis 
(autonomy and decision latitude). This is the main reason why we did not adopt any 
particular definition of the ‘control’ but rather we called for a thorough diagnosis o f 
job context before attempting any job design research or redesign intervention.
However, we tried to employ this concept (thorough diagnosis) when we tested 
our model in the field. We looked at the organisation’s nature and worked closely 
with management and employees to understand the organisation nature and how their 
work is structured. For example, with the police workforce sample, we found that it is 
irrelevant to diagnose job control in terms of the autonomy offered to officers in 
controlling their work methods, tools or work pace as their work is tied with many 
political and societal considerations. Accordingly, we saw that decision authority is 
more applicable. Police officers indicated that they require more decision authority in 
which they can decide what should be done without being tied to one or two options 
(e.g. having the opportunity to decide if the domestic violence can be solved within
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the household rather than having one option which is arresting the offender). 
Therefore, in the current research we provided the general concept o f the 
characteristic which is ‘control’ but we leave the details for each practitioner or 
researcher to decide the best instrumental definition that needs to be implemented and 
the measures that should be used (the process can be done also by conducting pilot 
investigation e.g. interviews with the staff and the management).
The third job content characteristic considered one o f the core aspects in job design 
is ‘ feedback’ . This characteristic was addressed by the JCM in terms o f feedback from 
the job itself (Hackman and Oldham, 1976). In later writing, the authors expand the 
concept to include feedback from agents such as feedback from supervisors, 
colleagues and customer. In the present study, the participants addressed all these 
types o f feedback. Therefore, we adopted all o f them under the umbrella o f feedback. 
Again deciding the best type o f feedback for job redesign should be based on the type 
o f organisation and the products they deliver. In our third study, we took into account 
when deciding the feedback definition that the employees in the bank and police force 
samples will appreciate feedback from supervisors and from colleagues as well. 
Employees tend to evaluate themselves based on the social context that they are 
within. This means that feedback about their performance from their colleagues and 
supervisors would be valuable in that respect. Therefore, the feedback scale used in 
the third study measured the feedback from the job itself, supervisors and colleagues. 
However, if the sample were different (e.g. machine operators) we would choose 
another feedback scale and this is the core o f the concept o f ‘pre diagnostic step’ .
The final job content characteristic addressed in the current research is ‘training 
adequacy’ . Training can influence the development o f employee cognitive skills and
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was seen a very helpful in influencing employees’ attitudes and behaviours. Training 
is seen as very important because it gives the opportunity to leam new skills and 
talents but most importantly because it reduces role ambiguity. Role ambiguity occurs 
when an individual does not have sufficient role-related information to perform 
effectively and is unclear about what is expected (cf. Parker and Wall, 1998). Role 
ambiguity was related to many organisational and individual outcomes such as low 
performance and dissatisfaction, hi Chapter 6, we indicated that training adequacy 
enhances employees’ skills and personality (self efficacy) and therefore positively 
influences work productivity and reduces job related bumout. Despite this, training as 
a job characteristic was overlooked in job design research.
However, there are some possible explanations for the effect o f training adequacy 
in modem work contexts. First, in fast changing environments, as is the case in 
modern jobs, employees need a broader framework to understand their duties and 
what is expected from them. That is, people’s eyes and ears need to be opened to 
events and issues occurring in their working area to have the required information 
needed to deliver their duties effectively. It has been argued throughout this thesis that 
employees within knowledge-oriented jobs need specific types o f knowledge to 
enable them to contribute to the business in new ways, such as knowing about 
strategies, processes, customers, and business issues. In addition, training also has a 
critical role in providing people with the specific knowledge necessary to take on 
high-involvement roles. This is particularly the case because there are several types of 
skills and knowledge that can not necessarily be learnt on-the-job, yet they are critical 
to changing the way people think about their role and help them in problem solving.
Chapter 7
217
In conclusion, the present ‘content’ characteristics addressed most o f the 
prominent characteristics promoted by other job design theories and are necessary for 
modem jobs. The characteristics addressed the heavy demands on knowledge and 
mental tasks in contemporary jobs and identified up-to-date job content characteristics 
that emphasised increasing the job cognitive demands, framing potential, feedback 
and control that were found to positively affect employees’ skill utilisation and self 
efficacy, which are focal aspects in job learning (Holman and Wall, 2002). As 
indicated by Gottfredson (1997); Parker et al (2002); Holman and Wall (2002), and 
Wan* (2002a); job complexity and continuous learning are essential elements in
producing creative and proactive employees, as well as developing cognitive
strategies to cope with average work daily pressure.
7.2.1.2 Job context characteristics, new dimensions to ‘design’
Six job contextual factors were identified in the current research as important 
aspects in contemporary jobs and need to be considered when attempting job 
redesign. Some o f these factors were addressed by some job design theories (e.g. 
social support in Demand-confrol model) but most o f them were overlooked in job 
design research. These characteristics are: supportive supervision, supportive co­
workers, financial rewards, recognition, work-life balance and physical environment.
Perhaps these factors where neglected in job design research because o f the 
popular belief that such job aspects can not be designed as they represent 
psychosocial variables that relate to the group dynamic or to the individual
differences, which are not visible aspects o f the job like control and feedback.
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contingences. For example, Hackman and Oldham in the JCM considered that social 
contact is an aspect o f the job that can not be designed because it is a group dynamic 
feature that does not relate to the job content and can not be controlled by the 
organisations. Therefore, they addressed it as a moderator that influences the success 
o f the job redesign intervention. That is, if  the people in the job are naturally sociable 
and supportive to each other the job redesign will be more successful (Hackman and 
Oldham, 1980). This assumption was not supported by empirical evidence (c.f. 
Oldham, 1996) and did not find acceptance between researchers because it contradicts 
the idea that social contact can be enhanced by introducing particular practices (e.g. 
non-competitive enviromnent) and job context can be arranged to open channels o f 
communications between employees to increase the support from each other 
(communal rooms). In addition, the Organisational Citizenship Behaviour (e.g. 
employees help and support each other) research (e.g. Koys et al, 2001) indicated that 
aggregate citizenship behaviours would improve group performance because they 
help people work together and coordinate activities. Employees who help each other 
would not have to go to supervisors for help, leaving the supervisors free to do more 
important things.
Therefore, we emphasised in this thesis that the ‘soft’ job aspects can be designed 
in the same way the ‘hard’ aspects o f the job are designed. This has been variously 
called ‘social control’ (Oliver and Davies, 1990), ‘cultural control’ (Child, 1984), and 
‘third order control’ (Hayes et al, 1988). Oliver and Davies (1990) suggests that 
changing the social organisation o f workplace are as important (if not more important) 
elements o f the management strategy than are the ‘harder’ aspects such as introducing 
new technology or new work system. For example Bratton (1993) suggests that 
workplace organisations need to adopt a strategic approach where management must
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“treat employees as a valued asset rather than a variable cost, see training and 
development as an asset, and view employment relations as necessary prerequisites to 
recruit and retain an effective and committed worlforce” (p 398).
In general, the present thesis provided empirical evidence that emphasised the 
importance of the role o f job contextual factors in job design. For example, we 
indicated earlier that supervisory roles and behaviours have a huge impact on job 
quality. Rather than controlling and coordinating, the supervisor’s role should become 
one o f facilitating employee’s development, and include activities such as setting 
objectives, training/coaching, managing boundaries, and providing recourses. There is 
reason to think that supervisors who are ‘supportive’ are influencing employee’s 
attitudes and reactions to the jobs. First, supervisors have the key role in developing 
control to the employees. If they cling to their controlling and directing role, this 
affects the extent o f employees’ job control, and thus, will affect the development of 
employees’ orientations towards the job. Second, supervisors have a critical role in 
helping to foster employees’ acceptance and understanding o f their role, as well as 
their understanding about the work process, strategies, goals, and business issues. 
Finally, supervisors can be the most influential people in the learning process, being 
the first contact between the management and the employees, and often being 
responsible for organising training and conducting performance appraisal. All these 
reasons are strong enough to include supervisors support as a distinct job 
characteristic on its own right.
Similarly, the present research showed that recognition and remunerations (the 
organisational rewards) are important aspects that needed to be taken into account in 
job redesign. They are seen as capable o f fostering employee commitment and
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affective attachment to the organisation’s goals. As such, they are highly relevant to 
the development o f employees’ attitudes and behaviours. However, this is not to say 
that payment or recognition systems will be sufficient to change people attitudes on 
their own. These should be worked in parallel with the other job dimensions to foster 
and facilitate the development o f employees’ attitudes and personality.
Furthermore, the present study introduced a new dimension to job design that is 
seen as an important aspect that needs to be addressed when redesigning jobs which is 
work-life balance. Difficulties in juggling the demands o f work and family roles have 
rarely been addressed in job redesign (Parker et al, 2001). In the present thesis we 
provided empirical evidence to show that this dimension has a direct influence on 
how employees perceive their jobs. It seems that regardless o f how much employees 
have control or challenging jobs, they will express their dissatisfaction if the job 
affects their personal life. We explained in Chapter 3 that some employees quit their 
favourite jobs because it was negatively influencing their personal life. In chapter 4 
we showed that this dimension was loaded on two different aspects in the factor 
analysis (work-home conflict and home-work conflict). The emphasis on such a job 
aspect may be due to the workforce composition. Statistics reported that the new 
workforce is changing and the number o f women and single parents is increasing. 
This composition increases the possibilities o f work-to-home and home-to-work 
interfering (Parker et al, 2001). As we presented in Chapter 6, this interfering affects 
work commitment or the involvement that employees devote to their jobs and 
affecting, in turn, work performance and causing burnout. The present results address 
this important dimension and attempt to be a catalyst for further research in order to 
address the importance o f designing jobs to promote work-life balance.
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However, we provided in Chapters 3 and 4 a detail description o f why job context 
characteristics are important aspects in job design research, and we illustrated in 
Chapters 5 and 6 how they influence employees’ personality and behaviours. We are 
not going to repeat this again but the focus here is to stress that these new dimensions 
need to be addressed from now on when redesigning jobs. Another point is that these 
factors can be designed in the same way control or feedback is designed. However, 
we will return to ‘how’ to design these aspects later in this chapter.
7.2.2 Job design, performance and wellbeing
As we indicated in Chapter 1, the overarching aim of the study is to identify the 
critical job characteristics in contemporary jobs in order to investigate the 
consequences o f these designs on work performance and employee’s mental health. 
Accordingly, Chapters 5 and 6 were dedicated to developing a job design model that 
explains how the characteristics obtained in the first two studies (the expanded job 
content and context features) would influence work performance and employee’s 
wellbeing.
Based on the theoretical suggestions and empirical evidence, it was proposed that 
employees who have more broader and proactive tasks (e.g. challenge, control), and a 
more supportive working environment (e.g. social support, work-life balance, 
rewards) would be better performers and have better mental health than those who did 
not. This prediction was restricted to those who can Team’ from their jobs and feel 
that they are ‘benefiting’ from their employment in their organisations. Thus, in other 
words, the development o f employee’s knowledge and commitment were put forward
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as a means by which enhanced job design promotes high perfonnance and wellbeing 
within the modem workplace environment.
This proposition was investigated in the final study (Chapter 6). ‘Learning on the 
job’ and ‘organisational commitment’ were shown to predict self and supervisory 
rating on high performance dimensions and to predict people’s bumout levels. That is, 
the higher people score on ‘ learning’ and ‘commitment’ , the more likely they were 
rated by themselves or supervisors as good performers, and the more likely they will 
report higher levels o f wellbeing (i.e. less burnout).
These findings are important for job design research. First, they emphasised that 
better perfonnance and wellbeing are not just an outcome of high control given to 
employees but also an outcome o f quality o f the work life. As we discussed on many 
occasions, ‘job context’ aspects were seen by employees as having an important role 
in the quality o f working life and have to be addressed when jobs are redesigned. 
Second, the motivational mechanisms are not the only ones that explain why 
enhanced job design leads to better perfonnance and wellbeing. The present study 
showed that cognitive mechanisms are providing valuable information to our 
understanding o f how job design leads to higher performance and wellbeing.
Although the current study provided further empirical evidence o f the importance 
o f the role o f cognitive mechanisms, these findings are not new to job design theory 
as many studies indicated that cognitive mechanisms are adding important 
information to our understanding o f how job redesign lead to better personality or 
effectiveness (Holman and Wall, 2002, Leach et al, 2003; Parker et al, 2001). 
However, in the current study we reemphasised the importance o f the role o f both 
cognitive and motivational mechanisms in job design theory. We indicated in Chapter
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6 that cognitive mechanisms superseded the motivational ones in job design research 
in the last 10 years. This can be considered a drawback in job design research as 
motivational mechanisms have an important role especially to redesigns that target 
employees’ wellbeing. We showed via the regression analysis in Chapter 6 how the 
motivational mechanism o f commitment exerts higher influence over wellbeing than 
performance, when wellbeing is predicted by the ‘job context’ factors. Also we 
indicated that cognitive mechanisms influence work performance more when 
wellbeing is predicated by the ‘job content’ characteristics. This means that each 
mechanism has, to some extent, a different role in job redesign. In other words, 
motivational mechanisms have a more important role for employee wellbeing while 
cognitive mechanisms have a more important role in explaining work performance. 
These results can be an explanation o f why the Job Characteristics Model (JCM) was 
more successful in explaining the outcomes o f motivation and satisfaction rather than 
performance and absenteeism. The JCM focussed on motivational mechanisms and 
neglected the developmental ones that were found to be important for work 
performance. We will discuss this issue in more detail in the following sections.
7.2.2.1 Cognitive mechanisms and work performance
The findings in chapter 6 showed that the cognitive mechanisms are providing 
better explanations for work performance. Specifically, ‘job content’ characteristics 
along with the cognitive mechanisms of job learning explained more variance in work 
performance in comparison with the amount they explained in job related bumout. 
This finding has implications for the theory and suggests alternative mechanisms for 
enhanced performance with job redesign. As outlined in the earlier chapters, better
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performance resulting from job redesign is usually explained in terms of motivational 
processes (i.e. more motivated workers are prepared to put in more effort and produce 
better quality products). However, the results in this thesis provided further evidence 
that the learning process is a better explanation o f performance improvements. That 
is, a result o f active and autonomous engagement in work tasks and continuous 
training opportunities, people develop a new and better understanding o f their role 
and how to perform it in relation to strategic objectives. In other words, by enhanced 
job content design such as better control and stimulating tasks, employees develop a 
better understanding o f their role in the organisations and become more 
knowledgeable. Expert employees are better performers. This is similar to the 
argument put forward in Action Theory that greater control leads to the developments 
o f improved ‘operative image’ system (involving employees in planning and adjusting 
their actions in order to develop mental image o f how tasks might be executed; 
Hacker, 1986). It is also consistent with Warr’s (2002b) view in which he indicates 
that experts and more knowledgeable employees are more capable to diagnose 
problems, develop and implement plans than those who do not have such knowledge. 
Finally, this perspective aligns more closely with general performance literature in 
which there has been a swing in emphasis away from piu*e motivation-based 
mechanisms o f work effectiveness to more cognitive and developmental exploitations 
(cf. Parker and Turner, 2002).
A further issue relates to whether, or under what conditions, the redesign o f jobs 
leads to better organisational performance. This is a critical question as managers are 
unlikely to invest in enhancing the autonomy of jobs, and into changing the job 
context practices, if  the same performance gains can be made with a job simplification 
approach. Based on the results o f this thesis, it appeal's that performance can be
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enhanced by job  redesign. Enhanced jo b  content and context design w ere shown to be 
im portant factors in  the developm ent o f broad, proactive orientations (higher learning  
and com m itm ent) w hich, in  turn, predicted em ployee perform ance. Expertise can 
provide m any benefits fo r organisations. W arr (2002b ) indicated that know ledgeable 
employees w ork m ore effective ly  and usually appear to have a superior and m ore 
organised knowledge-base, perceive and recall larger m eaningful patterns in  their 
dom ain, search and locate in form ation m ore effectively, are better at anticipating  
future developments and potential faults, m ake m ore sophisticated plans, w ork  
independently, take responsibility, and are better organisers.
The fin a l point is that enhanced perform ance can N O T  be achieved by sim ply  
increasing em ployees’ autonomy or the level o f demands as indicated by m any job  
design theories (e.g. demand control m odel; JC M ). As described earlier, redesign 
interventions m ay be blocked by m anagerial practises, the rewards system applied in  
the organisation or even by conflict occurring w ith in  em ployees’ personal life  (i.e . 
w ork-hom e conflict). Therefore, such contextual aspect should be taken into account 
when devolving control and responsibility to employees. M oreover, it  is lik e ly  that 
increasing the level o f jo b  control or demands is not always applicable as it m ight be 
increasing control or demands are d iffic u lt to achieve because o f the w ork structure 
(e.g. telew orking). Therefore, it m ay be beneficial w ith  such w ork structure to 
increase other w ork aspects o f the jobs such as the social environm ent or the 
recognition system w hich m ay increase em ployees’ com m itm ent to the organisation 
that influence in  turn, their perfonnance.
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The em pirical evidence reported in  this thesis showed tw o im portant conclusions 
regarding the relationships between jo b  design and w ellbeing. F irst, employee 
w ellbeing can not be enhanced sim ply by increasing job  control or job  content (task) 
characteristics. This study provided evidence that poor w ellbeing is a com bination o f 
poor jo b  content design (e.g. low  control, non-stim ulating tasks, lack o f adequate 
train ing) and inadequate jo b  contextual factors (characteristics are missing or 
insufficien tly  present e.g. low  social contact, aggressive managers, feeling o f being  
unvalued m em ber). These factors can be stressors that negatively influence  
em ployees’ w ellbeing and m ental health. Therefore, one o f the strong points o f this 
research is that we conceptualised em ployees’ w ellbeing as an outcome o f a w ide  
range o f variables rather than restricting w ellbeing to control or jo b  demands. 
A lthough criticised as having a narrow  focus, the dem and-control m odel o f strain 
dom inated jo b  m ental health research fo r the last 25 years. Jones and Fletcher (2003) 
indicated that the lim ited  role o f the Dem and-control m odel in  stress intervention  
programmes is due to the narrow  focus o f the sources o f stress and lim ited  them  to job  
control and demands. Accum ulating research on occupational health showed that 
em ployees’ w ellbeing is related to a much w ider range o f variables. For exam ple, the 
jo b  demand-resource o f the bum out m odel developed by Dem erouti et al (2001) 
showed that bum out (em otional exhaustion and job  disengagement) was due to 
various psychosocial variables such as control, demands, social contact, supervisors 
support etc. F in a lly , the results align w ith  the V itam in  M o del (c f. W arr, 2002a) in  
w hich the em ployee’s depression and anxiety was related to various aspects o f job  
content and context factors.
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The second conclusion o f the present research is that job  context characteristics 
along w ith  organisational com m itm ent explained m ore variance in  em ployees’ 
bum out in  comparison w ith  the explained variance w hen predicted by jo b  content 
characteristics and the cognitive mechanisms o f learning on the jo b . These results 
have im portant im plications. F irst, poor ‘jo b  context’ factors (e.g. w ork in  isolation  
w ithout social contact or im balance between w ork demand and personal life ) have 
m ore effect on em ployee w ellbeing rather than poor design o f jo b  content 
characteristics (lo w  control or feedback). These results align w ith  m uch em pirical 
research in  w hich the ‘soft’ aspects o f jo b  design such as support have m ore influence 
on em ployee w ellbeing in  com parison w ith  the ‘hard’ aspects o f jo b  design such as 
control (e.g. Jones and Fletcher, 1993). The second im plication is that the effect o f job  
design on em ployee’s w ellbeing is better explained by m otivational mechanisms. The  
m otivational mechanisms o f organisational com m itm ent along w ith  jo b  context 
factors exert m ore influence on em ployee w ellbeing in  comparison w ith  learning on 
the jo b . H ow ever, this does not mean that em ployees’ w ellbeing can not be enhanced 
v ia  cognitive strategies (developing cognitive strategies to cope w ith  w ork daily  
pressure) but it does m ean that m otivational mechanisms can p lay a stronger role in  
such relationships. M o tivational mechanisms have been superseded by cognitive 
mechanisms in  the last 10 years and therefore, in  the present thesis w e reemphasised 
the role o f both mechanisms in  influencing the em ployee’s w ellbeing.
In  conclusion, from  the results o f the current thesis, it appears that jo b  redesign 
enhances em ployee’s personality and leads to enhanced w ellbeing. H ow ever, job  
design and w ellbeing research have had less im pact on interventions. As summarised 
by Jones and Fletcher (2 0 0 3 ) this is due to the job  design theories not providing
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detailed intervention procedures as w e ll as the narrow  focus o f existing job  design 
theories on lim ited  jo b  characteristics.
7.3 IMPLICATIONS FOR JOB REDESIGN
This section provides some im plications about how  jo b  design should be 
im plem ented under the fram ew ork o f the present m odel. The first point provides 
guidelines fo r how  the present characteristics can be used as a vehicle fo r jo b  redesign 
to transfer sim ple jobs to com plex ones. The second point is dealing w ith  the level o f  
enrichm ent necessary fo r each o f the characteristics to produce gains in  the w ork  
outcomes. W e address each o f these in  turn.
7.3.1 Transferring sim ple jobs to com plex ones:
As indicated earlier, enriching sim ple jobs by adjusting the jo b  ‘content’ and 
‘context’ characteristics w ould raise jo b  com plexity that w ould result in  turn, in  a 
higher leve l o f w ork perform ance and w ellbeing. S pecifically, w e indicated that w e ll 
designed ‘jo b  content’ characteristics increase cognitive com plexity that provide an 
opportunity fo r learning and over the long term , facilitate m astery o f tasks and 
feelings o f expertise. This m astery and expertise then helps people to deliver their task 
effective ly  and increases the rating o f their w ork perform ance (by th eir supervisors or 
them selves) as w e ll as coping w ith  the stress caused b y  the job . S im ilarly , jobs that 
are above certain level o f jo b  context characteristics encourage employees to develop 
a sense o f affective attachm ent to their organisation and m ake them  feel that they are
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benefiting from  em ploym ent w ith  their organisation. This should reflect on their level 
o f perform ance and coping w ith  w ork stress.
H ow ever an im portant question raised here deals w ith  the w ay o f im plem enting  
these characteristics to produce w hat they are designed to prom ote, h i practical terms, 
how  can these characteristics be used as a vehicle fo r jo b  redesign? A lthough this 
issue requires further research, general guidelines could be provided in  the ligh t o f the 
present results and available literature. The firs t point is concerned w ith  the ‘job  
content’ (task) characteristics and how  they m ight be designed to prom ote challenge, 
feedback, control and training adequacy in  order to prom ote cognitive com plexity. 
The second point is concerned w ith  designing ‘jo b  context’ characteristics to raise the 
em ployees’ com m itm ent and the affective attachm ent to their em ploying organisation.
Concerning the firs t characteristics, increasing the cognitive demands o f the jo b  is 
a ‘challenging’ task fo r any job  designer as the dim ension is less tangible in  
com parison w ith  ‘variety ’ or feedback. H ow ever, a num ber o f practices that were 
m entioned in  the literature can be useful in  this respect. The first point is com ing from  
the A ction  Theory w hich emphasised the im portance o f having complete actions as 
one o f the methods o f increasing cognitive demands. Hacker (1986) indicated that 
w ork should encompass com plete actions using a ll the steps in  the action process and 
a ll levels o f regulations. A  com plete action involves tw o points. F irst, the jo b  should 
allow  employees to execute a ll the steps in  the action process. Three steps were 
identified: a) the action perpetration step (e.g. developing the plan i.e . operative im age 
system), b ) action execution step w hich involves carrying over the tasks that have 
been prepared in  the earlier step and fin a lly  c) action m onitoring that involves 
w atching w hether the planed action are resulting in  the desired outcomes.
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The second point in  complete actions is related to the level o f regulations. One o f  
the basic concepts in  this theory is that activities are cognitively regulated at three 
levels: intellectual tasks (e.g. inform ation processing, com plex analyses, problem  
solving), roles (e.g. ready-m ade action program m es, rule based) and the sensory- 
m otor tasks (e.g. sim ple m ovem ents, autom atic actions). W e ll designed jobs should 
have balance between these three levels o f regulations. Therefore, jobs that have 
com plete actions should include a ll three levels o f these regulations. Jobs that 
encompass a ll the steps in  the action process and a ll levels o f regulations should 
increase the cognitive com plexity o f die jo b .
A nother practice that m ay im prove the cognitive demands o f the jobs is to increase 
the technical interdependence or the degree o f required cooperation to m ake a product 
or deliver a service. Cum m ings and Blum berg (1987) indicated that low  technical 
interdependence means that there is little  need fo r cooperation (as in  the case o f the 
telew orker who does not depend on other colleagues to deliver his/her duties) but jobs 
w ith  high technical interdependence require cooperative w ork and coordination 
between various departments (as in  the case o f a p ilo t who depends on other people to 
in form  him  about the w eather, directions etc.). Gottfredson (1997) indicated that 
dealing w ith  other people increases the cognitive demands o f the jo b . H ow ever, this 
does not m ean necessarily that jobs should be designed as team w ork but it  means that 
w ork requires consulting other people before delivering w ork tasks. Interdependence 
aligns w ith  the concept o f com plete actions that involve d ifferent levels o f processes 
and regulations. D elivering  tasks that have such com plexity require cooperating w ith  
other people to produce a product or delivering a service. K u k et al (1 9 9 9 ) indicated  
that in  the jobs that have high cognitive demands, the members tend to w ork in  
divisive groups in  w hich a close partnership w ith  several professional groups and
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experts are applied. H ow ever, this also stresses the im portance o f com m unication, 
relationship and cooperation quality  between colleagues, supervisors, and supervisor- 
subordinates.
Another m ethod to increase w ork cognitive demands is by increasing the technical 
uncertainty or the am ount o f inform ation processing and decision m aking required  
w hen executing the task (Cum m ings and B lum berg, 1987). Increasing the technical 
uncertainty m ay increase the opportunities fo r an em ployee to tackle problem s and 
find ing solutions. For exam ple, a telew orker whose w ork is just to read the customer 
inform ation from  his/her m onitor w ithout a requirem ent to update the inform ation or 
collect relevant inform ation about that particular customer from  other resources can 
be described as having lo w  technical uncertainty. In  this case, increasing the technical 
uncertainty means that the telew orker needs to collect inform ation from  different 
recourses and have the a b ility  to tackle the customer enquiry w ith  other departments 
and fin a lly  recom mend the appropriate solution. This means that tasks should not be 
“ready m eals” that do not require processing (the rules level in  A ction  Theory). Kulc 
et al (1999) indicated that in  low  com plex jobs, tasks tend to be sim ple to high ly  
specified, w hich can be managed sufficien tly  and com pleted successfully by a single 
person. W h ile  in  high com plex jobs there are concurrent tasks w ith  hard to define, 
fu zzy  task boundaries w hich m ay require a w ide range o f h igh ly  specialist knowledge 
and skills, tacit know ledge such as individuals experience fo r their successful 
com pletion. Furtherm ore, w ith  com plex jobs the methods are varied w ith  m ultip le  
solution pathways w ithout having universal or standard agreement o f w hat constitutes 
a good or bad decision. F in a lly , achievable deadlines and tim e pressure w ould be a 
good m ethod to increase interest and therefore, increase job  challenge.
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Concerning the feedback, Hackm an and O ldham  (1980) indicated that feedback 
can be increased by opening com m unication channels between employees and 
customers and establishing client relationships. Furtherm ore, feedback from  the job  
its e lf is easy to im plem ent nowadays especially w ith  the widespread advance o f 
technology. E lectronic M onitoring  System (E M S ) can be beneficial in  providing  
feedback from  the job  its e lf i f  w e do not use it to m onitor employees or to increase the 
w ork pace. This system can be applied also to provide feedback from  the supervisors 
or the customers. For exam ple, the inform ation o f the w eekly or m onthly perform ance 
report o f a telew orker in  a call centre can be used by the supervisor to provide 
feedback to the em ployee o f his/her strength or weakness points.
The th ird  job  characteristic here is the control. M uch o f the job  design literature  
indicated that the rapid technological advances are giving opportunities fo r greater 
em ployee control, particularly in  term s o f control over tim ing and location o f w ork  
and other flex ib le  w orking practices. As w e indicated earlier in  Chapter 1, the 
availab ility  o f computers and the internet m ean that employees w ork can be 
synchronous (same tim e / d ifferent place) or asynchronous (d ifferent tim e / d ifferent 
place) m eaning that people can control both the location o f w ork as w e ll as the tim e  
zone. A ction  Theo iy  indicated that control can be increased by allow ing employees to 
choose their own w ork strategy. The theory emphasised that jobs should allow  
decision m aking in  w hich employees can choose their own tools and when to start and 
to end the production process (H acker, 1986). K u k  et al (1994) indicated that control 
can be increased by giving each em ployee the authority to define the problem  and 
decide the proper solution that should be im plem ented w ithout having universal or 
standard agreem ent that reduces the num ber o f options. F in a lly , em powerm ent
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programmes are very  popular nowadays and m any in itiatives provided rigorous 
im plications fo r increasing jo b  control (e.g. Leach et al, 2003).
The last jo b  content characteristic is concerning the training adequacy. How ever, 
this feature should not be d iffic u lt to im plem ent. The job  designer should ensure that 
the jo b  provides continuous training opportunities and to ensure that the demands o f 
the jo b  m atch em ployee abilities as w e ll as keeping them  updated in  their fie ld  (e.g. 
training sessions, journals subscriptions, conferences etc.). In  addition, the job  
designer should ensure that employees have good qualifications and that the w ork  
allow s them  to be used. H ow ever, train ing and learning opportunities are very popular 
in  today’s w ork context as organisations nowadays are transform ing to Team ing  
organisations’ in  w hich training and continuous learning is part o f the organisations 
strategy (Senege, 1990).
The second question is how  to design the ‘jo b  context’ characteristics. How ever, 
the existing jo b  design literature is not help fu l here as these characteristics were 
neglected. Some o f the present contextual aspects are easy to im plem ent, such as 
physical environm ent and financial rewards. In  physical environm ent it  should be 
easy to ensure that the jobs provide employees w ith  safe w orking conditions and a 
healthy environm ent (e.g. low  noise, acceptable air temperatures, cleanness), h i 
addition, the layout o f the jo b  should be com patible w ith  human abilities such as easy 
access doors, stairs etc. A ction  Theory emphasised that obstacles in  the w orksite  
should be m inim ised and any hazards should be rem oved (Frese and Zapf, 1994). 
W ith  financial rewards w e should ensure that the em ployee receives fa ir 
compensation but most im portantly to provide opportunities o f extra m oney fo r extra
Chapter 7
234
efforts (e.g. over-tim e scheme) as w e ll as providing financial services fo r the 
employees (e.g. loans w ith  low  or no interest).
How ever, the rest o f the jo b  context characteristics seem to be m ore d ifficu lt to 
im plem ent because the literature provided few  guidelines fo r designing jobs to 
prom ote characteristics such as supportive supervisors, supportive co-workers 
clim ate, w o rk -life  balance, or recognition. As general guidelines, supervisors could be 
trained to be supportive a id  show non-aggressive behaviours, and to ensure that they 
have adequate knowledge about job  tasks. Therefore, employees can trust them  and 
consult them  when necessary. Regarding co-w orkers clim ate, research has shown that 
com petitive clim ate affects relationships and com m unication quality  between  
colleagues. Parker, A x te ll and Turner (2001) indicated that com m unication quality  
between members positively affects safe w orking behaviour because employees who 
have positive relationships care m ore about each other and leam  the righ t w ay o f  
delivering jo b  tasks from  each other. Therefore, organisations m ay consider 
prom oting a cooperative non com petitive envirom nent w hich should reflect on co­
workers relationships quality. Some practices can be helpfu l in  this respect such as 
equal opportunities, prom oting team  spirit, after w ork social events, societies, 
com m unal rooms, and acknow ledging employees who backup their colleagues when 
necessary.
W o rk -life  balance contains m any aspects that vary among employees and between 
organisations. H ow ever, the m ain sources o f conflict could be addressed by  
organisations by introducing programmes to reduce w ork interference w ith  fam ily  life  
or vice versa. For instance, given the fact that m any m arried w om en and single 
parents are a considerable proportion o f the w orkforce nowadays, nursery facilities at
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the w orkplace w ould be helpfu l in  reducing problem s w ith  fam ily  responsibilities. 
A d d itionally , because a public transport is usually hectic and crowded, negative  
effects could occur such as physical exhaustion, delay, absence, and even turnover. 
Therefore, a mode o f transportation provided by the organisations from  particular 
m eeting points to w ork and vice versa w ould  he helpfu l in  that respect and w ould be 
considered as part o f the organisational rewards. H ow ever, the w o rk -life  balance 
scheme is grow ing in  m any organisations nowadays and much research has been 
conducted, w hich has provided m any helpfu l guidelines. A pp lying  the im plications o f 
this research area in  job  redesign w ould be beneficial in  that respect.
F in a lly , regarding the recognition characteristics, some schemes m ay be introduced 
to prom ote feelings o f seniority and being a valued m em ber o f the organisation. Some 
o f these are the ‘em ployee o f the m onth scheme’ , responsibility o f training new  
m embers, appreciative supervisors and colleagues, opining channels o f 
acknowledgm ent from  customers to employees. A ll o f these w ould be helpfu l in  
creating a sense o f seniority and being a valued m em ber o f the organisation.
Table 7.1 provides some guidelines and recommendations fo r effective redesign 
intervention. H ow ever, it should be noted that a ll o f the im plications are a developing 
ones and further research is needed to investigate em ployees’ response to each o f 
these recom m endation especially w ith  those relating to the contextual factors.
H ow ever, although a ll o f the 10 characteristics addressed in  the present research 
are central, they should be im plem ented w ith  some fle x ib ility . For instance some 
aspects o f the job  characteristics m ay be d ifficu lt to be fu lly  enriched in  the practical 
w orld , such as designing optim al a ir tem perature fo r construction workers or high  
levels o f control fo r telephone operators w orking at a call centre, h i reality , it m ight
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be d ifficu lt to apply the fu ll concept but part o f the concepts is usually possible. 
Perhaps controlling air temperatures is d iffic u lt fo r construction workers but 
providing appropriate protection clothes or enhancing safety procedures is achievable. 
B oth sides are reflecting the ‘physical environm ent’ concept but d iffe r in  the 
instrum ental defin ition. Besides, w e believe a ll the characteristics are w orking in  
harm ony in  producing w ork impacts; therefore, i f  one o f the aspects is having low  
enrichm ent fo r practical reasons, enriching the other aspects properly should cover up 
the less enriched characteristic. For instance, fo r some types o f telew orkers, such as 
telephone operators, their w ork is tig h tly  controlled and m onitored and therefore, the 
redesign intervention has lim its regarding the level o f control enrichm ent. H ow ever, 
such jobs could benefit from  enriching other characteristics such as social contact, 
recognition, m ore training to enhance their skills, supportive supervisor, higher 
paym ent, and so on. Enriching these aspects properly w ould reduce the negative 
effects o f having low  control (Parker et al, 2001).
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Table 7.1: practical recommendations for job redesign intervention
Work
characteristics Recommendations for job redesign
Intellectually -  Ensure that work encompasses complete actions, using all the steps in the action
challenging tasks process and all level o f regulations.
-  Ensure that the job has a variety o f duties, tasks, and activities.
-  Increase task interdependence to a certain level that do not cause role conflict.
-  Increase technical uncertainty to create opportunity to tackle problems and finding 
solutions but be aware o f role ambiguity.
Control -  Allow employee to choose their own work strategy (there is no ‘one best way’).
-  Give people control in form o f decision authority; it helps them to act more 
effectively.
-  Allow employees to participate in planning and implementing work strategies to deal
with the situation.
Feedback -  Ensure that work itself provides feedback, this should be easy with advance 
technology.
-  Open communication channels between employees, and between employees and 
supervisors, this should facilitate the external feedback.
-  Establish client relationships to increase customer feedback.
Training adequacy -  Ensure employees have enough knowledge about how to deliver their work tasks.
-  Ensure employees receive follow up training from time to time.
-  Ensure that employees have good qualifications and that the work allows them to be 
used.
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Supportive
supervision
-  Train supervisors to be supportive and non-aggressive.
-  Open channels between employees and supervisors to reduce the formality.
-  Ensure that supervisors have the enough knowledge about the work processes and 
they are available to give advice when necessary.
Supportive co­ -  Design the work layout to facilitate the social contact between workers (e.g.
workers climate communal room).
-  Promote a cooperative environment between workers rather than competitive one.
-  Promote the equal opportunities regarding promotion and work benefits as this 
increase trust between colleagues.
-  Facilitate social contact during breaks, after work social events, societies etc.
-  Acknowledge people who backup their colleagues when necessary
Financial rewards -  Ensure that employees have positive perception between their efforts and their 
compensations.
-  If it is possible allow job to provide extra money for extra responsibilities.
-  Provide a compensation system that increase allowance according to experience.
-  Provide financial services for your staff (e.g. loans with low or no interest).
Recognition -  Introduce schemes that promote feeling o f seniority and valued member such as 
employees o f the month but ensure to accompanying them with tangible rewards.
-  Give people responsibility o f training new members as this promote feeling of 
seniority.
-  Opining channels o f acknowledgment between customers and employees (you can 
initiate this by asking customer directly to do that).
W ork-life balance This need a thorough diagnosis as each individual is unique. In general, ensure the 
following;
-  Provide nursery facilities at the worksite.
-  Provide mean o f tr ansportation to collect employees to and from work to a general 
meeting point.
-  If the work involves different shifts, ensure to involve employees in scheduling work 
shifts.
Physical -  Ensure that the jobs provide employees with safe working conditions.
environment -  Ensure that workplace have easy access doors, stairs, offices etc.
-  Ensure that the work is mentally healthy (e.g. low noise, good lighting, and 
acceptable air temperature).
-  Minimise obstacles in work environment that affect employee performance (e.g. 
poor tools)
Another related issue is concerned w ith  the tools o f diagnosing jobs to prepare 
them  for jo b  redesign. As indicated in  Chapter 4, because o f the com plexity o f these 
characteristics, w e are not adopting any particular diagnosing measure, as using the 
right measure should be decided separately fo r each jo b  and based on the 
organisational clim ate and available job  resources. This is one o f the basic concepts 
w ith in  A ction  Theory in  w hich they prom ote some particular aspects to be enriched 
but a diagnosing step is a com pulsory antecedent fo r jo b  redesign to decide the right 
tools and the right intervention procedures (Frese and Zapf, 1994).
The fin a l practical im plication  in  this section is that job  design should be 
im plem ented in  stages gradually rather than at once. Perhaps that m ost effective
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recom m endation in  this respect comes from  the A ction  Theory (H acker, 1986). The  
theory provided guidelines o f how  jo b  design should be managed as w e ll as the steps 
o f im plem enting the intervention. Frese and Z a p f (1994) summarised this and 
indicated that designers should take into account that the redesign intervention should 
be executed in  hierarchical system atic stages. The theory also indicated that the job  
redesign process should be a continuous process to allow  job  designs to continuously 
expand. Four stages w ere identified  in  the redesign process:
1. Work feasibility: this means that w ork can be physically done. In  this stage the 
designers should ensure that w ork has clear tasks and specific requirem ents 
w hich could be easy to be perceived b y  employees. Designers should ensure 
that w ork encompasses com plete actions, control and the opportunity to 
choose the w ork strategy as w e ll as feedback. Cognitive com plexity can be 
increased at this stage but designers should ensure that the amount o f 
inform ation to be kept in  the m em ory is m inim ised. F in a lly , job  designers 
should ensure that employees have good qualifications and that the w ork  
allow s them  to be used.
2. Safety: in  this stage, designers should ensure that a ll jo b  tasks are safe w ithout 
risks or hazards, and i f  there is any they should be rem oved. Obstacles to actions 
should be m inim ised such as poor tools or poor w orkplace layout (d iffic u lt to 
access doors, stairs etc.).
3. Mental health and wellbeing stage: after ensuring that the physical requirements 
o f the job  are im proved (feas ib ility  and safety), then the next level is to im prove 
em ployees’ m ental health and w ellbeing. In  this stage, the job  designers should 
address the jo b  context characteristics. Therefore, designer should ensure that
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the jo b  facilitates social contact, has supportive supervision, adequate financial 
rewards, and an effective recognition system. F in a lly , designers should ensure to 
provide facilities that reduce w ork-hom e conflict such as adding nursery 
facilities and means o f transportation to and from  the w orkplace.
4. Continuous personal development: in  this stage the job  designers should ensure 
that the job  has the potential and the facilities  to provide continuous personal 
developm ent. Thus, jobs should provide w orkers w ith  frequent opportunities to  
learn and develop their abilities and talents that can reflect later in  their 
personality and enhance their sense o f personal grow th and self-achievem ent.
In  conclusion, the present m odel appears to have some im plications fo r effective  
jo b  redesign. H ow ever, these im plications w ill be m ore effective i f  w e carried over 
further research to investigate people reactions to them  using samples from  various 
jo b  types and occupational sectors.
7 .3 .2  The optim al level o f enrichm ent
The above discussion about using the characteristics fo r redesign intervention  
leads to another im portant im plication that should be taken into account. S pecifically, 
w hat is the optim al level o f enrichm ent fo r each o f the jo b  characteristics addressed in  
the current study. As an exam ple, the results attained in  the present research indicated  
that increasing task control is an effective means o f im proving w ork perform ance and 
reducing jo b  related bum out. Does control have a linear effect, in  w hich m ore control 
leads to higher w ork im pact or, at certain levels, there is no further im provem ent or 
even a negative effect? Therefore, these characteristics need to be distinguished based
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on th eir effect on the m ediators and the proposed outcomes. In  particular, a distinction  
has to be made w hether these characteristics are having a constant effect (i.e . the 
higher level o f enrichm ent is the higher o f w ork im pact) or a curvilinear effect (i.e . 
after the enrichm ent beyond a certain level there is no further im provem ent or even 
decrem ent).
Based on the current data it  is d ifficu lt to decide the status o f each characteristic. 
H ow ever, applying some ideas borrow ed from  existing job  design theories w ould be 
helpfu l in  giving an in itia l distinction. In  particular, the V itam in  M o del developed by  
W an* (1987 , 2002a) has some im plications on the current results. W a rr’s V itam in  
M o del challenges the popular b e lie f o f a linear relationship between job  
characteristics and indices o f w ork outcome. Instead, the V itam in  M o d el stipulates 
non-linear relationships between some jo b  characteristics and m ental health. W arr 
(1987) draws a paralle l w ith  the physiological effect o f some vitam in  intake; at first 
vitam in  consum ption causes positive health effects, but beyond a certain level there is 
no further im provem ent, or even decrem ent.
In  the latest version o f the V ita m in  M o del, W arr (2002a) indicated 10 job  
characteristics im portant fo r enhancing w ork quality and producing gains in  
w ellbeing. The author proposed that six out o f the 10 job  characteristics affect 
w ellbeing in  a curvilinear w ay. These variables have ‘A dd itional Decrem ent’ (A D ) 
effect, sim ilar to the w ay A  and D  vitam ins m ay affect and beyond a certain level 
there is no further im provem ent or even decrement. These characteristics are: 
opportunity fo r personnel control, opportunity fo r sk ill use; externally generated 
goals; variety; opportunity fo r interpersonal contact, and environm ental clarity. The 
rest o f the job  characteristics (i.e . four) are supposed to fo llo w  a linear effect or a
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‘Constant E ffec t’ (C E ) the w ay v itam in  C  and E affect health ( ‘too m uch o f a good 
th ing’). These characteristics are: a v a ilab ility  o f m oney, physical security, supportive 
supervision, and valued social position.
A pp lying  the results attained in  the current research w ith  the V itam in  M o d e l’s 
propositions indicates that the characteristics o f control, feedback, in tellectually  
challenging tasks, supportive co-workers clim ate, and w o rk -life  balance have a 
curvilinear effect in  w hich after enrichm ent beyond certain level there is no further 
im provem ent or even decrem ent. This is because at too m uch control can mean too 
much responsibility and too m uch feedback can mean m onitoring. The same is 
applying fo r social contact in  w hich a lo t o f it  m ay increase distraction. The same also 
applied fo r in tellectually  challenging tasks in  w hich high responsibility, high  
interdependence and technical uncertainty friay have a negative effect and cause 
faults, higher accidents rate, and higher leve l o f exhaustion. O n the other hand, the 
characteristics o f supportive supervision, recognition, physical environm ent and 
financial rewards have a curvilinear effect, in  w hich the higher the enrichm ent level, 
the higher level o f w ork outcomes. The characteristic o f training adequacy is d ifficu lt 
to determ ine, as it  was a new jo b  aspect and was not addressed by the V ita m in  M odel. 
H ow ever, from  the nature o f this characteristic w e can assume that it can have a 
curvilinear effect because the m ore the fit between task and ab ilities, the higher w ork  
im pact w ill be but at certain leve l too m uch fram ing can cause exhaustion and 
negative effects.
H ow ever, this distinction is a p rim al one and needs further investigation to decide 
w hether these variables are rea lly  having linear or curvilinear effects. A lthough W arr 
(2002a) reported some studies that support his assumption o f curvilinear associations
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(D e  Jonge, and Schaufeli, 1998; W arr, 2002a; W arr, 1990) other studies reported 
contradictory results. For instance, D e  Jonge et al (1998) find  curvilinear relationships 
fo r demands and social support but did not fin d  curvilinear effect fo r autonomy. 
Therefore, additional research to distinguish the type o f relations (linear or 
curvilinear) w ould be beneficial in  this respect.
7.4 THE PRESENT JOB DESIGN MODEL IN PERSPECTIVE
In  the current section the present jo b  m odel w ill be evaluated in  depth fo r its 
strengths and lim itations. Id en tify in g  the lim itations w ould help in  spotting the 
weakness and how this m odel m ight be extended or enhanced, hr the fo llow ing  
section the strengths and lim itations are presented and after this, an extensive v iew  for 
the current m odel is provided. The latter section w ould be beneficial fo r further 
research and future directions.
7.4.1 Strengths and lim itations
The m ain strengths o f this investigation are the size and diversity o f the sample 
and the methods used for identifying  the critical jo b  characteristics. As indicated  
earlier, identifying  the critical characteristics from  the em ployee’s perspective using 
quantitative and qualitative techniques is a pioneer m ethodology in  the jo b  design 
paradigm . Previous jo b  design theories developers identified  the critical 
characteristics based on literature review  and personal judgm ent using either 
qualitative or quantitative m ethodologies. The identification process adopted in  the 
present research (qualitative, quantitative m ethodologies and from  the em ployee’s
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perspective) provided a rich  picture o f w hat current employees expect from  their jobs. 
Besides, the content o f the extracted characteristics seems to be a unique one as no 
single jo b  design m odel has addressed a ll these characteristics in  one attempt. 
S pecifically, in  this thesis w e expanded the narrow  focus o f existing job  design 
research in  w hich they w ere focussing on ‘task’ enrichm ent and neglected the ‘job  
context’ factors. The present study hopes to be a catalyst fo r jo b  design theoreticians 
to address job  context characteristics m ore seriously in  job  design research.
Another strength is that w e addressed the cognitive mechanisms o f learning and 
their related concepts o f sk ill use and s e lf efficacy and managed to address them  w ith  
the m otivational mechanisms. Few  em pirical studies o f the existing job  design 
approaches have integrated both m otivational and cognitive mechanisms in  a single 
m odel. As w e indicated earlier, the underlying mechanism o f the m any job  design 
theories (e.g. The Job Characteristics M o d e l- JC M ) is based on m otivational nature. 
That is, people who are w orking in  enriched jobs are m otivated to perform  better and 
have m ore jo b  satisfaction. In  the m odel that w e developed, w e used both cognitive 
and m otivational mechanisms to explain how  jo b  design influences w ork perform ance 
and em ployee w ellbeing. That is, employees w ho w ork in  an enriched job  design 
develop m otivational and cognitive strategies (know ledge and skills) w hich w ould  
enable delivering w ork duties effectively, and an enhancement in  their personalities 
that w ill reflect on their w ellbeing. In  this respect, the JC M  deals w ith  people as 
‘passive reactors’ to w ork systems w h ile  in  this m odel w e assume that people are 
‘active recipients’ who change, develop, and adjust cognitively and behaviourally  
w ith  the w ay w ork is structured and regulated.
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Furtherm ore, the present research provided em pirical evidence that the critical job  
characteristics and their associated mechanisms are sources o f ind ividual w ork  
perform ance (i.e . m otivation, know ledge and opportunity), as w e ll as sources fo r job  
related w ellbeing. F in a lly , the measurem ent scales used to assess the individual w ork  
perform ance and job  related bum out was a strength o f the present research. In  both 
variables w e used solid and em pirically  tested fram eworks (i.e . m ulti-faceted  
structure) that were recomm ended strongly in  contem porary organisational behaviour 
research (Borm an, and M o tow id lo , 1993; M orrison &  Phelps, 1999; C am pbell et al, 
1993; M o tow id lo  et al, 1997; Sonnetag &  Frese, 2002; Parker &  Turner, 2002; 
D em erouti et al, 2001). The results o f the current research w ere com patible w ith  these 
fram eworks and provided further evidence fo r th eir va lid ity  in  m odem  jobs.
Nevertheless, there are some lim itations to the studies conducted here. A lthough  
each is summarised w ith in  their corresponding chapter, there are some general 
lim itations. Perhaps the m ain lim ita tion  to the present research is the cross-sectional 
design, w hich does not a llow  fo r an assessment o f causality. Thus, w e do not know  i f  
the com mon assumption that the job  characteristics increase w ork perfonnance and 
reduced bum out is valid . Another explanation is that people who are perfonning w e ll 
and are happy w ith  their w ork (i.e . low  bum out) m ay be more inclined to claim  that 
they have higher control, feedback, support etc. S im ilarly , rather than learning and 
com m itm ent influencing w ork perform ance and bum out, it is plausible that the 
individual develops a feeling o f learning and com m itm ent as a result o f perform ing  
w e ll and having less job  related bum out. Longitudinal studies can be useful in  
exam ining the causality paths between jo b  characteristics, mechanisms and the 
outcomes o f ind ividual w ork perfonnance and jo b  related bum out.
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Another lim ita tion  is due to the self-report measure from  w hich judgem ents and 
analyses w ere made. In  the three studies there w ere a lack o f objective measures o f 
the jo b  characteristics, m ediators, and outcomes measures overall. The use o f 
perceptual measures o f w ork characteristics was a m ajor criticism  o f the existing job  
design research (Parker et al, 2001 ). O ther studies reported that perceptual measures 
are beneficial. Because employees are going to deliver job  tasks eventually, their 
perception should be taken into account. For instance, i f  there is a com mon negative 
perception between employees fo r insufficient jo b  resources, this is an indication that 
something is w rong in  the system. H ow ever, objective measures o f jo b  design w ould  
have proven log istically  problem atic (especially to contextual factors). Further 
research should attem pt to exam ine w hether there is a disparity between self-report o f 
the job  design and objective measures.
The fin a l lim ita tion  is that the m odel is designed to apply only to jobs that are 
carried out m ore-or-less independently b y  individuals. Therefore, the m odel does not 
offer any guidelines that w ould help in  designing teams or the critica l characteristics 
o f an effective team . One o f the reasons fo r this lim itation  is that team  w ork was not 
part o f the critical jo b  characteristics. This issue needs further investigation as it 
contradicts w hat the Socio Technical System approach has prom oted fo r m ore than 50 
years in  w hich they claim  that w ork in  teams brings m otivation, satisfaction and 
productivity. H ow ever, it is prem ature and even inappropriate to indicate that team  
w ork is not applicable in  the m odem  w orkplace, but it  m ight suggest that people 
prefer team w ork because it contains technical interdependence or social contact w ith  
team  m em bers, but not fo r the team w ork per se (team w ork can m ean sometimes 
incom plete actions; see Chapter 3 fo r details). Further research is necessary to 
investigate the degree o f im portance o f team w ork as a job  characteristic.
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The suggested jo b  design m odel, in  its present form , provided m any avenues fo r 
understanding points in  job  design area. In  particular, the critical job  characteristics 
positively  influence the m ediating variables o f learning and organisational 
com m itm ent w hich in  turn, have a ti*ue effect on individual w ork perform ance and 
job-related bum out. H ow ever, this m odel has some lim itations that m ay be enhanced 
i f  an adjustment was made on some parts o f the m odel. Some o f these are discussed in  
turn.
The first suggestion is to adjust the path structure between the jo b  characteristics 
sub groups and their associated m ediators. As illustrated in  Chapter 6, the correlations 
path between (job content characteristics ->  learning) and (job context characteristics
com m itm ent) appears not to function in  the w ay that w e proposed it. Learning and 
organisational com m itm ent w ere determ ined by alm ost a ll the critical job  
characteristics list. Therefore, it w ould be more effective to assume that both  
m ediators are determ ined by task and situational characteristics rather than the paths 
structure presented in  Figure 5.1. H ow ever, this should not affect the assumption in  
w hich task characteristics and learning have a greater influence on the individual 
w ork perform ance whereas situational characteristics and com m itm ent have more 
influence on the job  related bum out.
The other assumption that, i f  adjusted, w ould influence the app licab ility  o f the 
m odel fo r jo b  redesign is the order o f the outcome. The m odel assumes that the 
behavioural and psychological outcomes w ould be gained sim ultaneously and they are 
parallel to each other. A lthough this assumption m ay be true in  diagnostic procedures 
in  w hich variables are predeterm ined and no intervention is involved, this is not the
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case i f  w e are going to execute redesign intervention as perform ance and w ellbeing do 
not occur at the same tim e. A  leading study in  this issue is the one conducted by  
G riffin  (1991) w hich investigated the effects o f w ork redesign on the attitudes, 
perceptions, and perform ance o f 526 bank tellers over a tw o year-tim e period. Job 
satisfaction and organisational com m itm ent im proved in  the first six months, but then 
declined to in itia l levels, h i contrast, perform ance (assessed by supervisory ratings) 
did not increase in  the first six months after the w ork redesign but significantly  
im proved after 24 and 48 months. This study therefore, not only established a lin k  
between w ork design and perfonnance, but it  demonstrated the consecutive structure 
o f w ork outcomes and that jo b  satisfaction was attained before achieving the w ork  
perfonnance.
As G riffin  (1991) indicated, these findings emphasise the im portance o f looking at 
patterns o f change over extended periods o f tim e. This also establishes a guideline o f 
w hat k ind  o f outcomes should be expected over tim e. As an exam ple, practitioners 
should acknowledge that the firs t changes that m ight occur after job  redesign are on 
an attitudinal level such as m otivation, satisfaction and w ellbeing. They should not 
expect that jo b  redesign has an im m ediate effect on perform ance or turnover as they 
have a long term  effect and m ight be achieved when getting to and m aintaining a 
satisfactory level o f attitudinal outcomes.
The above findings have some im plications on a theoretical level fo r the present 
m odel. They m in im ally  suggest that attitudinal variables m ay be antecedents to 
behavioural outcomes such as w ork perform ance. Therefore, in  the present m odel, the 
relationship between perform ance and jo b  design variables is not a direct one and 
m ight be m ediated by the psychological outcomes. Therefore, w e suggest an
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extension o f the current m odel presented in  Figure 5.1. W e suggest that the 
psychological outcomes (e.g. w ellbeing) m ight be an antecedent to the behavioural 
outcomes (e.g. w ork perform ance). Therefore, achieving a satisfactory level o f 
w ellbeing (e.g. low  bum out) m ight be a fac ilita to r to w ork perform ance increases. 
Figure 7.1 displays the extended m odel. U nfortunately, based on the current data 
gathered in  the research w e can not provide any evidence to support this assumption 
(part o f the theoretical relevance) as it is requires longitudinal data in  w hich  
perform ance and w ellbeing are assessed over tim e. The next section provides 
guidelines fo r some further directions.
Psychological outcomes
e.g. wellbeing including: 
satisfaction, less work related stress, low bumout, low 
strain, low anxiety
Learning on the job
Skill utilisation, Self efficacy
Organisational Commitment
Identification, Involvement, Loyalty
Figure 7.1, an extended job design model
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In  this section some ideas fo r further research directions are suggested. These 
investigations, i f  conducted, w ould provide valuable inform ation fo r developing the 
present m odel further, as w e ll as providing guidelines fo r job  redesign interventions. 
W e w ill discuss three further directions in  the fo llo w in g  sections.
7.5.1 L inear or curvilinear effect
One o f the jo b  redesign im plications discussed earlier regards the linearity  o f each 
o f the critical characteristics lists identified  in  the current research. W e indicated that 
based on the im plications o f the V ita m in  M o d el (W arr, 1987; 2002a) some o f these 
characteristics m ay have a linear effect (the higher the level o f enrichm ent, the higher 
the w ork im pact) w h ile  other characteristics m ay have a curvilinear effect (after 
enrichm ent beyond certain level there is no further im provem ent and m ay even be a 
decrem ent). H ow ever, these im plications need investigation to decide em pirically the 
status o f each characteristic, especially w hen know ing that the V ita m in  M o d e l’s 
results w ere inconsistent and few  studies actually investigated the curvilinear 
assumptions (K om pier, 2003). W e are calling  fo r further research to be designed 
carefu lly to test this issue w hich w ould provide valuable guidelines fo r redesign 
interventions.
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7.5 .2  Longitudinal design
The present m odel was tested only in  one sample and therefore, requires further 
investigations using d ifferent samples and d ifferent job  types or occupational sectors. 
H ow ever, it is m ore im portant is to conduct a study that applies a longitudinal design. 
This is fo r tw o reasons. F irst, a longitudinal design is needed to assess issues o f 
causality. Second, the extended m odel illustrated above, in  w hich w e reordered the 
outcomes, needs to be tested. The best w ay to test these assumptions is a longitudinal 
design. This can be achieved by conducting a diagnostic study in  a specific 
occupational sector (e.g. sales assistants at the retailer industry). The diagnostic study 
should identify  the jo b  aspects that need to be redesigned as w e ll as the perform ance 
and w ellbeing status o f the em ployees. A fte r adjusting the w ork characteristics we 
should fo llo w  w ork perform ance and em ployee w ellbeing over certain tim e periods 
(e.g. 6, 12, 24, 48 months). Such a design w ould provide rigorous im plications fo r job  
redesign interventions in  w hich w e can id en tify  the causality paths between jo b  design 
and outcomes and w hether w ellbeing is antecedent to w ork perform ance or vice versa.
7.5.3  Investigating the excluded, less im portant job features
In  the second study w e indicated that 31 jo b  features were excluded because they 
were less im portant, as indicated by the participants. Some o f these characteristics 
were addressed by previous research as im portant job  dimensions like  team-based 
w ork, responsibility and less adm inistrative w ork. It  was very d iffic u lt to decide to 
exclude these either on the basis o f the sam pling lim itations or because they are 
indeed unim portant nowadays. As w e indicated earlier, some o f the results contr adict 
w hat the Socio Technical System approach prom oted fo r m ore than 50 years, i.e. that
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people prefer w orking in  teams. W e suggest reinvestigating the excluded features in  
depth using another sample and rew ording some o f the item s, in  order to be m ore 
exp lic it in  reflecting the concept behind them .
7.7 CONCLUSION
The aim  o f this thesis was three-fold. The first phase was to critica lly  exam ine the 
existing jo b  design approaches and specific problem s associated w ith  job  enrichm ent 
in  the m odem  w orkplace. The second aim  was identifying  the critical job  
characteristics in  the m odem  w orkplace from  the em ployee’s perspective. The fina l 
aim  was to investigate consequences o f these expanded characteristics on em ployee’s 
w ellbeing and productivity. The current research resulted in  developing a jo b  design 
m odel that has a w ider perspective and expanded characteristics. O verall, the m odel 
attained significant results and provided some im portant im plications for jo b  redesign 
research.
A  general conclusion that can be drawn from  the present research is that 
identifying  the critical jo b  characteristics from  the em ployee’s perspective has proven 
to provide a rich  picture o f the actual sources o f the em ployee’s cognitive and 
perceptual mechanisms o f w ork m otivation. This m ethodology was indeed helpfu l in  
reflecting em ployees’ expectations and has proven to solve some o f the criticism s or 
concerns o f the narrow  focus o f existing jo b  design approaches. These results had 
provided a pioneer im plication, w hich is that em ployee’s needs are the core o f job  
redesign.
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Furtherm ore, the present thesis added new  dimensions fo r job  design research 
w hich is the ‘job  context’ characteristics. Throughout the thesis w e provided  
theoretical and em pirical evidence fo r the im portance o f addressing the psychosocial 
aspects in  jo b  redesign. W e indicated in  several occasions that jo b  design is no longer 
a m atter o f task enrichm ent; it is also a m atter o f contextual enrichm ent and w ork  
quality. As suggested by the present results, as w e ll as by leading job  design 
researchers such as Parker et al (2 0 0 1) and W arr, (2002a), situational factors seem to 
have a significant role in  em ployees’ learning, m otivation, perform ance and 
w ellbeing. Therefore, it  seems that it is the righ t tim e to start seriously addressing 
these variables, both b y  organisations and governm ental legislations. A d d itionally , the 
present research challenges the popular b e lie f o f the inapp licab ility  o f designing job  
contextual factors (e.g. the individual aspects) and provides a developing guidelines 
fo r redesigning jo b  situational factors to contribute positively to w ork perform ance 
and em ployee’s w ellbeing.
The present studies have shown that the mechanisms between w ork design and 
w ork perform ance and w ellbeing are a com bination o f cognitive and m otivational 
mechanisms. W h ile  previous jo b  design research addressed either the m otivational or 
cognitive mechanisms, in  the present thesis w e managed to provide evidence that both 
types are adding valuable inform ation to our understanding o f how  job  design leads to 
w ork outcomes. This research has provided a detailed insight into how  the job  
characteristics enhance em ployees’ developm ental outcome and enhance their 
personality. This w ould reflect, in  turn, on em ployee’s perform ance, as w e ll as 
enabling them  to develop strategies to cope w ith  average w ork d a ily  pressure.
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O verall, the reported findings jo in  accum ulating evidence o f the ro le o f job  
characteristics enrichm ent in  producing gains in  individual w ork perform ance and 
em ployee’s w ellbeing. They also poin t to the prom ise o f the present m odel in  refin ing  
future research in  the job  design landscape.
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THE GENRAL MESSAGE OF THE THESIS
W h ile  jo b  design theory in  the beginning o f 20th century was concerned w ith  
splitting w ork into as m any sim ple task as possible as a w ay o f enhancing 
perform ance, reducing costs, and better control o f production process, the subsequent 
jo b  design theories focused on developing methods to overcome the negative effects 
o f sim plified jobs on people’s behaviour and fatigue. H ow ever by the beginning o f the 
21st century in  w hich m any western countries have imposed legislation to ban the 
sim plified  jobs, jo b  design theory should be expanded from  the narrow  focus o f job  
enrichm ent (the opposite o f jo b  sim plification) to the w ider perspective o f jo b  quality. 
That is, jo b  design research should be m ore proactive and should be dictated to 
answer the w ider question o f ‘how  to design quality  jobs?’
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W ork  &  O rganisational R esearch G roup
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School o f  Human & Social Sciences
Department o f  Psychology
Guildford
G U 2 7XH
Exploring the new job features in the modern workplace 
‘Interview schedule’
General Instructions to be hand out to the interviewee
Thank you fo r taking the tim e to f il l  in  this questionnaire.
This interview was developed as part o f study investigating the psychosocial 
variables that affect workplace. The research helps to determine how jobs can be 
better designed, by obtaining information about how people react to their work 
daily tasks.
This study is a part o f ongoing PhD project at University o f Surrey - 
Department o f Psychology -  Work and Organisational Research Group WORG. 
This research has been reviewed by the University of Surrey Ethics 
Committee. You are not obliged to participate in this research. If you decide 
not to participate, this will have no effect on your position at your 
organisation.
Your individual answers w ill be kept completely confidential and data will 
be handled in accordance with the Data Protection Act 1998.
To ensure confidentiality, tape records w ill be destroyed im m ediately  
after transcription.
Thank you very much for your participation
For further information email m.al-zoubi@surrev.ac.uk or phone 01483 686939
Job design Project (Q 1.1 .A)
□ Gender
□ age
□ Occupation
□ Work experience
□ Educational level
□ Position level (e.g. employer, middle management, high management...)
□ Economic category
■ Worming up periods by asking the above introductory questions and talking 
in different issues about the work.
■  the questions
1) W ould you like  to te ll m e a little  b it about your current job? W hat tasks and w hat 
duties you have? W hat responsibilities?
2 ) W hat aspects you d islike in  your job? W hy?
3) W hat aspects you like  in  your job? W hy?
4 ) W hat do you th ink m otivates you in  doing your work?
5) W hat gives you the greatest satisfaction in  your work?
6) As you th ink, w hat things that could be added to your w ork to feel m ore satisfied 
and m otivated?
7) I f  you have a chance to change your jo b , w ill you do that? W hy?
8) I f  you got a lo t o f money, w ould you like  to stop w orking? W hy?
9) D o you th ink your job  have fun? W hy?
10)W hich  o f your duties do you consider the m ost fun in  your job?
1 l)W h a t do you consider as the m ost rew arding aspects o f your job?
12) W hat was your previous job? W h y did you leave that jo b , w hat things in  that job  
you dislike?
13)D uring the last three months, how  m any days o ff did you take?
Appendix 1
Introductory questions
Job design Project (Q 1.1. A )  2
14)W hat were your reasons fo r these absent days?
15) In  your current jo b , did you involve in  team work?
16) I f  yes, could you te ll m e w hat aspects in  team  w ork you like  and dislike? W hy?
Appendix 1
Things to be taken into account during the interview
■  Describe the confidentiality and ethical issues fo r the w orker before you start the 
interview .
■  I f  it is possible, tape the in terview  using tape recorder.
■  I f  it is im possible, take sm all notice during the interview  (don’t spend a lo t o f tim e  
w iltin g , because this w ill affect the w orker response) and im m ediately after the 
in terview  had finished describe the notes in  detail w ithout leaving any thing or 
trying to interprets w hat the interview ee w ant to say.
■  Record the day and tim e o f the in terview  and haw  long it  takes.
■  M ake sure that you m ake the chat very friend ly  w ithout a lo t o f form ality.
■  use your interpersonal skills to keep the chat as long as possible and to encourage
the w orker to ta lk  m ore
Job design Project (Q 1.1.A) 3
UniS
Appendix 2
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U niversity o f  Surrey
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Identifying the critical job characteristics in the modern workplace
Open questionnaire
General Instructions
Thank you for taking the tim e to f il l  in  this questionnaire.
This questionnaire was developed as part o f study investigating the psychosocial 
variables that affect w orkplace. The questionnaire helps to determ ine how  jobs can be 
better designed, by obtaining inform ation about how  people react to their w ork daily  
tasks.
This research is a part o f ongoing PhD project at U n iversity  o f Surrey - Departm ent 
o f Psychology -  Work and Organisational Research Group W O R G . This research has 
been reviewed by the University of Surrey Ethics Committee. You are not obliged 
to participate in this research. If you decide not to participate, this will have no 
effect on your position at your organisation.
O n the fo llow ing pages you w ill find  several d ifferent kinds o f questions about your 
jo b . Specific instructions are given at the start o f each section. Please read them  
carefully. It  should take no m ore than 10 m inutes to complete the entire questionnaire. 
Please m ove through it quickly.
Y o u r individual answers w ill be kept com pletely confidential and data will be 
handled in accordance with the Data Protection Act 1998. Please answer each item  
as honestly and frankly  as possible.
To ensure confidentiality, please forw ard your completed survey in  the attached self- 
addressed FR E E P O S T envelope d irectly  to the researcher.
Thank you very much for your participation
For further information please email m.al-zoubi@surrev.ac.uk or phone 01483 686939
Job Design Project (Q 1.1 b) 1
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Demographics
This section asks you to give some inform ation about your se lf to help me 
identify  specific view s and opinions you have. These questions are not supposed 
to identify  you, but to help me understand the person who answers the 
questionnaire.
A ' Gender Q  M a le  Q  Fem ale
f t  Age (in years): { }
f t  Indicate your level of education (please tick one)
I I N o form al Education \ff] G CSE
I I Technical college | | university
f t  Job Title:
f t  Indicate your Occupation Sector (please tick one)
I I Sales /  m arketing Q  Services/ customer supports
I I Professional (doctor, law yer etc.) Q  Secretarial/ adm inistrative
I I Technical (engineer etc) Com puter /  inform ation technology
I I M anufacturing Q  Academ ic /  educator/ researcher
I I Others
f t  Your current employment
I I F u ll tim e Q  Part tim e
f t  The current occupation level (please tick one)
I I Em ployee Q  M id d le  management
I I H igh  management Q  S e lf managing
f t  Economic category per year (Please tick one)
□  B elow  5K  □  5 -1 0 K  □  10-20K  □  2 0 -4 0K  □  +  40K
I I A  level 
I I Others
Please go to the next page and start the questions with 
the first thing that comes to your mind
Job Design Project (Q 1.1 b) 2
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1 - H ow  long have you been in  this job?
2 - W hat did you do before?
3- W hat are the most im portant tasks or duties in  your current job  that you have to do every day?
☆     ............
☆     .  . .
4 - H ow  often you engage w ith  these activities?
I I E very day f t ]  Once a w eek f t ]  Once a m onth
5- W hat other tasks m ay you be required to do?
☆         ........
☆     .
☆ ...............................................................................................................................................................................
6 - W hat are the duties or tasks that you like  to do m ost in  your job?
☆         .................................
☆     ............................
☆   . .........................................................
7 - W h y do you like  to do these tasks?
☆ .............................................................................................................................
☆ ...   ............................................
☆   .   . . .
8- W hat are the parts o f your jo b  that you H A V E  to do but you do N O T  feel com fortable w ith?
☆  ' .........................................................................................................................................
☆ .......................................................................................................................................................
☆   .   .. .. . .. ............................
9 - W h y do you feel not com fortable w ith  these tasks?
☆ .. .....................................................................................................................................................................
☆   . . .     .............................
☆ .......................................................................................................................................................................................
Job Design Project (Q 1.1 b)
©  G re a t e ffo rt, ju s t still 8  sh o rt questions o ve rlea f
Appendix 2
1 0 -In  your opinion, w hat are the aspects o f your jo b  that keep you m otivated to come to your w ork  
every day?
☆    -....................
☆ .......................................................................................................................................................................................
☆     ...................................................................................................................................................
11- W hat are the duties in  your w ork that give you the greatest satisfaction?
☆      .....................................
☆   ..........................................
1 2 -In  your opinion, w hat are the duties that could be added to your jo b  to m ake you feel m ore 
satisfied and m otivated?
☆     _   ..................
☆ ...................................................................................................................................................................................
☆  _    . . .
13- W hat are the most rew arding aspects in  your job?
☆ .       .....................................
☆ ...     ................................................
1 4 -Thinking  back to a previous jo b , w hat duties that you used to do and you miss them  in  the 
current job?
☆ . . . .    ..........................................................................................
☆   ...............................................................
☆     ................................................
15- I f  you had the chance to change your jo b  w hat w ould you choose to do?
☆   .........................................................................
16- W hat are the reasons fo r this choice?
☆ .   ................
☆ ................................................................................................................................................................
☆ ..........................
17- W hat are the aspects in  your organisation as a w hole you like  most?
☆ ..........................................................................................................................................
☆   ...................................................
*  Please feel free to add anything else you w ould like  in  an external paper.
T h a n k  you fo r yo u r e ffo rts , please in s e rt the question uaire  in  the free  post envelop prov ided
and p u t it  in  th e nearest post collection p o in t.
Job Design Project (Q 1.1 b) 4
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JO B FEATURES CHECKLIST
General Instructions
Thank you fo r talcing the tim e to f i l l  in  this questionnaire.
This questionnaire was developed as part o f study investigating the psychosocial variables 
that affect workplace. The questionnaire helps to determine how jobs can be better designed, by 
obtaining information about how people react to their work daily tasks.
This research is a part o f ongoing PhD project at University o f Surrey - Department o f 
Psychology -  Work and Organisational Research Group W ORG. This research has been 
reviewed by the University of Surrey Ethics Committee. You are not obliged to participate 
in this research. If you decide not to participate, this will have no effect on your position at 
your organisation.
On the following pages you w ill find several different kinds of questions about your job. 
Specific instructions are given at the start o f each section. Please read them carefully. It  should 
take no more than 12 minutes to complete the entire questionnaire. Please move through it 
quicldy.
Your individual answers w ill be kept completely confidential and data will be handled in 
accordance with the Data Protection Act 1998. Please answer each item as honestly and 
frankly as possible.
To ensure confidentiality, please forw ard your completed survey in  the attached self- 
addressed FR E E P O S T envelope d irectly  to the researcher.
Thank you very much for your participation
For further information please email m.al-zoubi@suiTev.ac.uk or phone 01483 686939
Job Design Project (Q 2.1)
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This section asks you to give some inform ation about yourself to help m e identify  specific 
view s and opinions you have. These questions are not supposed to id en tify  you, but to help m e 
understand the person w ho answered the checklist. 
f t  Gender Q  M a le  Q  Fem ale 
f t  Age (in years): { }
f t  Indicate your level of education (please tick one)
Demographics
|~1 N o  form al Education G CSE
I 1 Technical college I I U n iversity
f t  How long have you been in your current Job: { 
f t  Indicate your Occupation Sector (please tick one)
F I  A  level 
I I Others
)
I | Sales /  m arketing
|~ i Professional (doctor, law yer etc.)
I | Technical (engineer etc)
I I M anufacturing  
I I Others
I I Services/ customer supports 
□  Secretarial/ adm inistrative 
j | Com puter /  inform ation technology 
1~1 Academ ic /  educator/ researcher
f t  Your current employment
I I F u lltim e □  Part tim e
f t  The current occupation level (please tick one)
I I Em ployee 
[ | H ig h  management
I I M id d le  management 
I I S e lf em ployed
Please go to the next page and read the instructions 
carefully before answering the checklist
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Please circle below the number that is MOST appropriate to YOU 
keeping in mind that 1 is Not important at all and 5 is Very important on 
the following scale:
Not
Important at all
Not
Important Neutral Important
Very
Important
1 2 3 4 5
NOW think about your current job and jobs that you have 
held or you wish to hold, and answer...
HOW IMPORTANT IT IS FOR YOU TO HAVE...
No
t 
Im
po
rt
an
t 
at 
al
l
No
t 
Im
po
rt
an
t
N
eu
tra
l
Im
po
rt
an
t
Ve
ry
 
im
po
rt
an
t
1. A job without tight deadlines in your tasks 1 2 3 4 5
2. A  job that requires you to use a number of complex or high-level 1 2 3 4 5
skills
3. A job in which air quality is important 1 2 3 4 5
4. A job that requires you to produce original ideas 1 2 3 4 5
5. A  job in which as a team  you know your progress, e.g. achieving a 1 2 3 4 5
target or not
6. A  job that is related to your qualifications 1 2 3 4 5
7. A  job that does not require carrying the work over to your home life 1 2 3 4 5
8. A job in which the managers are good organisers and know how to 1 2 3 4 5
run the business
9. A  job in which the managers care about you 1 2 3 4 5
10. A  job in which the managers encourage staff to m ake suggestions 1 2 3 4 5
11. A job that does not have many disruptions during your workday 1 2 3 4 5
12. A job in which the work itself provides clues about whether or not you 1 2 3 4 5
are performing well
13. A  job in which the work you produce affects someone else 1 2 3 4 5
14. A  job in which the workplace temperature is appropriate 1 2 3 4 5
15. A job in which you are familiar with all your tasks 1 2 3 4 5
16. A job in which you are highly appreciated by the people you have 1 2 3 4 5
served
17. A  job in which you are not watched all the time by managers 1 2 3 4 5
18. A  job in which you are the only person responsible for the work you 1 2 3 4 5
produce
19. A  job in which you do not receive incompatibie requests from two or 1 2 3 4 5
more people
20. A job in which you finish a piece of work that adds value to the 1 2 3 4 5
business
21. A  job in which you give advice to others 1 2 3 4 5
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22. A  job in which you have good relationships with your colleagues 2 3 4 5
23. A job in which you have general directions for your duties 2 3 4 5
24. A  job in which you have personal space that provides you with 2 3 4 5
adequate privacy
25. A  job in which you have the freedom to do your work in the way you 2 3 4 5
want
26. A  job that requires thinking and stimulating your mind 2 3 4 5
27. A  job in which you learn new skills and develop abilities 2 3 4 5
28. A job in which you make decisions and implement them without 2 3 4 5
consulting others
29. A  job in which you receive high recognition for the work you produce 2 3 4 5
30. A  job in which your tasks take a short time to do 2 3 4 5
31. A  job in which you receive training that helps you to your work 2 3 4 5
32. A  job in which you start the product and carry it over to the end 2 3 4 5
33. A job in which you train and coach your team  members 2 3 4 5
34. A  job in which you work alone on your own initiative without direct 2 3 4 5
supervision
35. A  job in which your colleagues recognise your contribution to the 2 3 4 5
organisation
36. A  job that does not require documenting all your actions 2 3 4 5
37. A job in which your managers give you information about your 2 3 4 5
performance
38. A job in which you receive professional respect 2 3 4 5
39. A  job in which, as a team, you decide how the work should be done 2 3 4 5
40. A  job that contains minimum paper and administrative work 2 3 4 5
41. A  job in which the tasks you do match your abilities 2 3 4 5
42. A  job that does not have very hectic workdays 2 3 4 5
43. A  job in which managers are N O T aggressive or inconsiderate 2 3 4 5
44. A  job that does not require concentration all the time 2 3 4 5
45. A  job in which your co-workers let you know how well you are doing 2 3 4 5
that job
46. A  job that does not require doing things that ought to be done in a 2 3 4 5
different way
47. A  job in which all the team have goals to achieve 2 3 4 5
48. A  job that requires you to think quickly 2 3 4 5
49. A  job that expects high level of planning and development of 2 3 4 5
strategies
50. A  job that gives extra money for additional responsibilities or 2 3 4 5
overtime
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51. A  job where your co-workers are co-operative (not competitive) 2 3 4 5
52. A  job that gives you the opportunity to work outdoors 2 3 4 5
53. A  job that has a quiet workplace 2 3 4 5
54. A  job that has a stable future 2 3 4 5
55. A  job that has benefits: paid sick leave, holidays, pension etc. 2 3 4 5
56. A  job that has convenient shift-times 2 3 4 5
57. A  job that has good communication between team members 2 3 4 5
58. A  job that has high social status 2 3 4 5
59. A  job that has little responsibility and no stress 2 3 4 5
60. A  job that has many educational opportunities (e.g. workshops, 2 3 4 5
conferences, journal subscriptions etc.)
61. A job that has some social events in the workplace (e.g. playing 2 3 4 5
bowling, Snooker)
62. A  job that has undefined work hours 2 3 4 5
63. A  job that is convenient to your family situation 2 3 4 5
64. A  job in which high safety procedures are important 2 3 4 5
65. A  job that is simple and repetitive 2 3 4 5
66. A  job that is team-based 2 3 4 5
67. A  job that is varied (requires doing different things) 2 3 4 5
68. A  job that keeps you updated in your field 2 3 4 5
69. A  job that makes full use of your skills 2 3 4 5
70. A  Job that offers you good payment (per hour/a good salary) 2 3 4 5
71. A  job that provides you with the opportunity to interact with different 2 3 4 5
people
72. A  job that requires tackling problems and finding solutions 2 3 4 5
73. A  job in which you have the opportunity to grow through your work 2 3 4 5
74. A  job that does not require much physical effort 2 3 4 5
75. A  job that does not require working at speed 2 3 4 5
76. A  job where if a problem exists at work, you can discuss it with your 2 3 4 5
colleagues
77. A  job that gives you fair pay for your contribution to the organisation 2 3 4 5
Thank you fo r your efforts, please insert the questionnaire in  the free post envelope provided
and put it in  the nearest post box.
Job Design Project (Q 2.1)
5
University of Surrey
Work & Organisational Psychology Group
Surrey, Guildford, GU2 7XH - UK
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Job Quality Indicator
General Instructions
Thank you for taking the tim e to f ill in  this questionnaire.
T his q u estionnaire  w a s  d eve lo p ed  as p art o f  study investig ating  the p sych o so c ia l va ria b les  
that a ffe c t w o rk p lace . T he qu estio n n aire  h e lp s to  determ in e h o w  jo b s  can be better designed, b y  
ob tain ing  in fo rm atio n  about h o w  p eo p le  rea c t to  th e ir w o rk  d a ily  tasks.
T his re sea rch  is  a p art o f  on go ing  PhD  p ro jec t at U n iv e rs ity  o f  S u rre y  - D epartm ent o f  
P sy c h o lo g y  -  W ork a n d  O rg a n isa tio n a l R esea rch  G ro u p  W O R G . This research has been 
reviewed by the University of Surrey Ethics Committee. You are not obliged to participate 
in this research. If you decide not to participate, this will have no effect on your position at 
your organisation.
O n the fo llo w in g  pag es yo u  w il l  fin d  seve ra l d iffe re n t kinds o f  qu estions about y o u r jo b . 
S p e c ific  instructions are g iven  at the start o f  each  section . P lease  read  them  ca re fu lly . It shou ld  
take no m ore  than 15  m inu tes to com p lete  the en tire  qu estionnaire. P lease  m o v e  through it 
q u ick ly .
Y o u r  in d iv id u a l a n sw ers  w il l  be kept co m p le te ly  con fid en tia l and data will be handled in 
accordance with the Data Protection Act 1998. P lease  an sw er each  item  as h o n estly  and  
fra n k ly  as p ossib le .
To ensure confidentiality, please forw ard your com pleted survey in  the attached self- 
addressed FR E E P O S T envelope d irectly to the researcher.
Thank you very much for your participation
F or fu rth er in fo rm atio n  p lease  em ail m .a l-z o u b i@ s u r r e v .a c .u k  o r phone 0 1 4 8 3  6 8 6 9 3 9
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First Section 
Your tasks and your job working conditions
1.1: Your daily job tasks
Firstly read each statement carefully and circle the number which is the most accurate description o f your job 
or your tasks. I f  the statement is not applicable to your tasks circle number 1 (very little).
V e ry  M o d era te ly  V e ry  
L ittle  M uch
1. Does the job  require a variety o f  knowledge, skills, and 
abilities? 1
2 3 4 5 6 7
2. Do the problems you deal w ith require thorough knowledge o f  
procedures? 1 2 3 4 5 6 7
3. Do you come across problems in your jo b  you have not met 
before? 1 2 3 4 5 6 7
4. Does die job  have a variety o f  duties, tasks, and activities? 1 2 3 4 5 6 7
5. Does the job  require a high level o f  knowledge, skills and 
abilities?
1 2 3 4 5 6 7
6. Do you have to solve problems, which have no obvious correct 
answer?
1 2 3 4 5 6 7
7. Does your job  sufficiently inform  you about your w ork  
performance? 1 2 3 4 5 6 7
8. Does doing your w ork provide you sufficient opportunity to 
view  and assess your own perform ance?
1 2 3 4 5 6 7
9. Does the jo b  itse lf provide m any clues about whether or not 
you are performing w ell? 1 2 3 4 5 6 7
10. To what extent do your colleagues let you know  how w ell you  
are doing on your'job? 1 2 3 4 5 6 7
11 . Do supervisors often let you know how  w ell they think you are 
performing the job? 1 2 3 4 5 6 7
12. Do you receive enough training that helps you to do your job  
better? 1 2 3 4 5 6 7
13. Do you receive adequate training that improves your abilities? 1 2 3 4 5 6 7
14. To what extent do you receive encouragement to use the skills 
you  have learned 1 2 3 4 5 6 7
15. To what extent are the tasks you do equivalent to your 
qualifications (i.e. academic, experience etc.). 1 2 3 4 5 6 7
16. To what degree do the tasks you perform  match your abilities 1 2 3 4 5 6 7
17. M y current position adequately reflects m y education and 
training. 1 2 3 4 5 6 7
1.2: Your job working conditions
Below are statements w ith which you may agree or disagree. Using the scale provided, please indicate the 
degree o f your agreement or disagreement by circling the number which is the most accurate description o f 
your working conditions.
S tro n g ly
D isagree
S tro n g ly
A g ree
18. M y job  allows me to make a lot o f  decisions 
on m y own 1
2 3 4 5
19. In m y job , I have very  little freedom  to 
decide how I work
1 2 3 4 5
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S tro n g ly
D isagree
S tro n g ly
A g ree
20 . I have a lot to say about what happens in  m y  
job
1 2 3 4 5
2 1 . O verall, m y line manager is a good team  
manager.
1 2 3 4 5
22 . M y  line manager is responsive to m y  
requests fo r help or guidance. 1 2 3 4 5
23. M y line manager displays wide-ranging  
knowledge and is keen to seek solutions to 
w ork problems.
1 2 3 4 5
24 . In m y w ork colleagues help each other. 1 2 3 4 5
25. In m y w ork  people tends to get along with  
each other. 1 2 3 4 5
26, In m y w ork people take a personal interest 
in one another. 1 2 3 4 5
27. There is a lot o f  ‘team spirit’ among 
colleagues in m y work. 1 2 3 4 5
28. I feel like people in m y w ork have a lot in  
common. 1 2 3 4 5
29. I can count on m y co-workers when I need 
help. 1 2 3 4 5
30. The people here treat each other with  
respect. 1 2 3 4 5
31 . Considering all m y efforts and
achievements, m y salary/income is adequate 1 2 3 4 5
32. M y job  promotion prospects are poor 1 2 3 4 5
33. M y  job  security is poor 1 2 3 4 5
34. M y line manager recognizes and appreciates 
high quality service. 1 2 3 4 5
35. I receive the respect I deserve from  m y  
colleagues. 1 2 3 4 5
36. M y superior/s generally appreciate the w ay  
I do m y job. 1 2 3 4 5
1.3: For the next scale, use the “Poor” to “Excellent” scale to express your judgement.
P o o r F a ir G ood V e ry  Good E xcellent
37. How does the amount o f  pay that you  
currently receive compare to what you  
think it should be?
1 2 3 4 5
38. How would you rate the recognition  
and rewards that team members receive  
fo r the delivery o f  quality service?
1 2 3 4 5
1.4: To what extent do your job responsibilities interfere with your family life?
Not at all 
T rue
B a re ly
T rue
M o d era te ly
T rue
R ath er
T rue
E xactly
T rue
39. Y ou r jo b  reduces the amount o f  time you  
can spend w ith your family.
40. Problems at w ork make you irritable at 
home.
4 1 .  Y our jo b  takes so much energy you don’t 
fee l up to doing things that need attention at 
home.
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1.5: Does your family life and family responsibility interfere with your performance in your job in any 
of the following ways? Please tick how true the following statements are.
Not at all 
True
B arely
True
M oderately
True
R ather
True
Exactly
True
42. Family matters reduce the time you can 
devote to your job.
43. Family activities stop you getting the 
amount o f sleep you need to do your job  
well.
1.6: Your physical working environment
Please circle a number on each line to indicate the extent to which your current work exposes you to the 
aspects o f the physical environment listed, using the 0 -4  scale shown at the top of the columns.
Not 
at all
V ery little Little To some 
extent
To high 
extent
44. Bad design 0 1 2 3 4
45. Noise 0 1 2 3 4
46. Drafts, cold 0 1 2 3 4
47. Poor ventilation 0 1 2 3 4
48. Hot work climate 0 1 2 3 4
49. Safety hazardous (i.e. vapours, acids, 
flammable, or health-hazardous 
chemicals)
0 1 2 3 4
Second Section
The Job and Your Personal Feelings
1.1: your personal feelings
Each o f the statements below is something that a person might say about his or her job. You are to indicate 
your own personal feelings about your job marking how much you agree with each statement.
Very
inaccurate
Inaccurate Uncertain Accurate Very
accurate
50. I am proud to be able to tell people who I work 
for. 1 2 3 4 5
51. I feel part o f the organisation. 1 2 3 4 5
52. I would not recommend close friends to jo in  the 
organisation. 1 2 3 4 5
53. I am not willing to put m yself out just to help the 
organisation. 1 2 3 4 5
54. It would please me to know that my own work 
had made a contribution to the good o f the 
organisation.
1 2 3 4 5
55. In my work I like to feel I am making some
effort, not just for m yself but for die organisation 
as well.
1 2 3 4 5
56. The offer o f a bit more money with another 
employer would not seriously make me think o f  
changing my job.
1 2 3 4 5
57. I sometimes feel like leaving this employment for 
good. 1 2 3 4 5
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Very
accurate
58. The work I do is very important to me. 1 2 3 4 5
59. M y job activities are personally meaningful to 
me. 1 2 3 4 5
60. The work I do is meaningful to me. 1 2 3 4 5
61. I am confident about my ability to do my job. 1 2 3 4 5
62. I am self-assured about my capabilities to 
perform my work activities. 1 2 3 4 5
63. I have mastered the skills necessary for my job. 1 2 3 4 5
64. I have significant autonomy in determining how I 
do my job. 1 2 3 4 5
65. I can decide on my own how to go about doing 
my work. 1 2 3 4 5
66. I have considerable opportunity for independence 
and freedom in how I do my job. 1 2 3 4 5
67. M y impact on what happens in my department is 
large. 1 2 3 4 5
68. I have a great deal o f control over what happens 
in my department. 1 2 3 4 5
69. I have significant influence over what happens in 
my department. 1 2 3 4 5
70. I feel confident that I have the necessary 
knowledge, skills and abilities to tackle any 
unusual problems that arise in my job.
1 2 3 4 5
71. I get die opportunity to develop new knowledge, 
skills and abilities. 1 2 3 4 5
72. I have many learning opportunities diat keep me 
updated in my field. 1 2 3 4 5
73. I feel confident that my knowledge, skills and 
abilities are more than adequate for my job. 1 2 3 4 5
74. I feel confident that I have die necessary
knowledge, skills and abilities to tackle any novel 
problem.
1 2 3 4 5
75. I make full use o f my knowledge, skills and 
abilities. 1 2 3 4 5
76. I feel a sense o f personal satisfaction when I do 
diis job well. 1 2 3 4 5
77. M y opinion o f my self goes down when I do this 
job badly. 1 2 3 4 5
78. I take pride hi doing my job as well as I can. 1 2 3 4 5
79. I feel unhappy when my work is not up to my 
usual standard. 1 2 3 4 5
80. I like to look back on the day’s work with a sense 
o f a job well done. 1 2 3 4 5
81. I try to diink o f ways o f doing my job effectively. 1 2 3 4 5
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1.2: Your daily work activities
In general, how do you estimate your perfonnance level in delivering the following behaviours or tasks?
Very 
poor
P
oor
M
arginal
A
verage
A
bove
average
G
ood
E
xcellent
82. Your degree o f proficiency in doing all your 
job tasks. 1 2 3 4 5 6 7
83. Doing the required tasks on time as expected 
(i.e. meeting deadlines). 1 2 3 4 5 6 7
84. Your degree o f written and oral 
communication proficiency. 1 2 3 4 5 6 7
85. Keeping on top o f your administration. 1 2 3 4 5 6 7
86. Your degree o f punctuality (i.e. arrive work 
on time and leave on time). 1 2 3 4 5 6 7
87. Keeping a positive relationship with 
colleagues (i.e. helpful, considerate, 
encouraging, sociable, fairly etc).
1 2 3 4 5 6 7
88. Expressing ‘customer oriented behaviour’ to 
the people you are serving (i.e. helpful, kind, 
etc.).
1 2 3 4 5 6 7
89. Protecting the organisation’s property. 1 2 3 4 5 6 7
90. Taking unnecessary time o ff work or during 
breaks. 1 2 3 4 5 6 7
91. Complying with organisational rules and 
procedures (i.e. applying safe work 
behaviour).
1 2 3 4 5 6 7
92. Putting in extra hours to get work done on 
time. 1 2 3 4 5 6 7
93. Asking for a challenging work assignment. 1 2 3 4 5 6 7
94. Taking the initiative to solve a work 
problem. 1 2 3 4 5 6 7
95. Expressing your loyalty for the organisation. 1 2 3 4 5 6 7
96. Working hard to develop your self (i.e. 
asking for training opportunities). 1 2 3 4 5 6 7
1.3: Your daily job mood
Below are statements with which you may agree or disagree. We would like you to indicate your level of 
agreement/disagreement. Please tick the box using the scale proposed
Strongly
Agree
Agree Disagree Strongly
Disagree
97. I always find new and interesting aspects in 
my work 1 2 3 4
98. There are days when I feel tired before I 
arrive at work 1 2 3 4
99. It happens more and more that I talk about 
m y work in a negative way 1 2 3 4
100. After work, I tend to need more time than in 
the past in order to relax and feel better. 1 2 3 4
101.1 can tolerate the pressure o f my work very 
well 1 2 3 4
102.Lately, I feel ‘mechanistic’ in the way I do 
my day to day work 1 2 3 4
103.1 find my work to be a positive challenge 1 2 3 4
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Strongly
Agree
Agree Disagree Strongly
Disagree
104.During m y work, I often feel emotionally 
drained 1 2 3 4
105 .Over time, I feel discomiected from my 
work 1 2 3
4
106.A fter working, I have enough energy for my 
leisure activities 1 2 3 4
107 .Sometimes I feel sickened by my work tasks 1 2 3 4
108.After my work, I usually feel worn out and 
weary 1 2 3 4
109.This is the only type o f work that I can 
imagine m yself doing. 1 2 3 4
1 lO.Usually, I can manage the amount o f my 
work well 1 2 3 4
111.1  feel more and more engaged in my work 1 2 3 4
112. Wlien I work, I usually feel energised 1 2 3 4
Demographic information
Gender UJ Male Q  Female
☆  Age (in years) __________
A  How long have you been in current job?
Years o r Months
A  Your current employment
UJ Fulltime I I Part time
Thank you for your efforts, please insert the questionnaire in the envelope provided and 
sends it back using the self-addressed FFREEPOST envelope.
&
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